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ABSTRACT

The recruiting environment in all-volunteer force (AVF) nations has changed
dramatically in recent years. Low awareness of the Navy in each nation, combined with rapid
changes in the media consumption habits of youth, present serious challenges to traditional
military marketing approaches. The goal of this study is to provide a comparative analysis of
marketing and advertising strategies that have been developed in four AVF nations in response
to these challenges. The study focuses on the marketing strategies adopted by each nation’s
Navy for active duty enlisted recruits. The study is organized around four major areas. First, we
assess social, demographic, and economic trends in each nation’s external recruiting
environment. Second, we discuss the structure of each nation’s recruiting organization and its
strategy development process. Third, we document various recruiting, marketing, and
advertising initiatives in each nation. Finally, the study examines efforts to evaluate the

effectiveness of specific marketing initiatives.
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EXECUTIVE SUMMARY

RECRUITING AND MARKETING STRATEGIES IN ALL-VOLUNTEER
MILITARIES: CASE STUDIES OF AUSTRALIA, CANADA, THE UNITED
KINGDOM, AND THE UNITED STATES

. BACKGROUND

The goal of this study is to assess the recruiting, marketing and advertising strategies
that have been adopted in nations with all-volunteer forces (AVF). To meet the goals of the
research, we restrict the scope of the study along several dimensions. First, we confine our
attention to four AVF nations — Canada, Australia, the United Kingdom and the U.S. Second,
even though many of the policies we discuss apply to all of the military branches, we focus
primarily on the Navy. Third, although analysts historically have been concerned about the level
of compensation necessary for the military to be competitive in the youth labor market,
modern militaries also spend heavily on marketing and advertising. Although we survey an
array of recruitment tools in each nation, we concentrate on marketing and advertising efforts.
While recruiters perform the difficult tasks of tracking down leads, processing applicants, and
completing the ‘sale,” marketing and advertising programs affect the attitudes and behavior of
youth as well as the attitudes of the adult influencers of youth. The study seeks to address the
following questions:

. What recruit market trends pose the greatest challenges to Navy recruiting?
° How should the Navy be branded to promote recruiting?

° How can awareness of Navy been increased?

. What is the impact of joint-service marketing on Navy recruiting?

° What marketing programs are the most cost-effective?

° What is the role of marketing in long-term recruiting strategies?

We find significant differences in the marketing and advertising policies adopted across
nations. However, perhaps somewhat surprisingly, we often find significant differences in
recruitment initiatives between the Navy and the other branches within each nation.

Il TRENDS

Demographic trends in the four AVF nations are similar in direction, but not necessarily
in magnitude. Each has experienced an aging of the population due to declining birth rates.
Slower population growth of natives has been offset to some extent by immigration. These
demographic shifts have created multiple concerns for military recruiting. Military propensity of
immigrants is often lower than that of natives as their primary motivation for immigrating most



often is based on economics. In addition, national identity is often weaker among immigrants
so that certain marketing approaches are less effective among these groups. Another issue is
that military eligibility is lower among some immigrant groups, in part due to inability to
acquire security clearances, and in part due to fitness, and aptitude (due to language) issues.

The demographic trends noted above have affected the ability of all AVF nations to
implement long-standing diversity goals. AVF countries are aware that the military is not
representative of the national population and have struggled to devise marketing strategies
that help achieve diversity goals. A tradeoff exists in all of the AVF nations covered in this study
between meeting overall recruiting targets and meeting diversity goals. Some nations are
expending increased resources to meet diversity goals

The entry of the ‘Millennial’ generation (GEN Y) into the prime recruiting market has had
a major impact on marketing practices. GEN Y members are generally perceived to be
impatient, demanding and marketing savvy. They expect to know what they will be doing in
their military jobs, what training they will receive, and what they can expect throughout their
careers. Also, friendships are very important to this generation. GEN Y has forced the adoption
of new marketing strategies and shifted the emphasis across media types, particularly from
mainstream media to digital channels. Also, because GEN Y members resist long term
commitments, Australia and other nations have developed programs that allow GEN Y
members to ‘try out’ the military before making a commitment. For example, Australia provides
recruits with a 60-day trial period in boot camp.

The recent (2008-2011) global recession has impacted recruitment in all of the surveyed
nations, with the exception of Australia. The average unemployment rate in OECD nations was
9.5% in European nations and 9.8% in the U.S., but only 5.2% in Australia (Organization for
Economic Cooperation and Development 2010). Although high unemployment favors short-
term recruitment, many secular trends have negative implications for long-term recruitment.

All four nations contributed troops to the wars in Iraq or Afghanistan, or to both. The
length of the Afghanistan war appears to have contributed to a downward trend in youth
propensity. In the U.S., prior to the current global recession, military propensity had dropped
among all demographic groups, but especially among Blacks and Hispanics, who traditionally
held more positive views towards military service.

The most important long-term factor contributing to declining youth interest in military
careers has been a sustained upward trend in post-secondary enrollment in western nations. In
the U.S., among those aged 25-34, the share of high school graduates who enrolled in college
increased from under 50% in 1975 to over 68% in 2009 (Bound and Turner 2010). This trend has
been fueled by a growing earnings gap favoring college-educated workers and has forced AVF

Vi



militaries to develop marketing programs that focus on the technical jobs and education
programs available in the military.

The falling number of military veterans in the population also has impacted marketing
and advertising strategies. The lack of military role models in local communities has directly
affected the visibility and awareness of the military. Outreach activities improve visibility
among specific target groups and have become a more important component of marketing
strategies in AVF nations.

Perhaps one of the most surprising findings is that in each of the AVF nations the Navy
has an unclear identity, weak brand, and suffers from low public awareness. In most nations,
this has presented a major challenge to development of marketing and advertising strategies.
For example, even though the use of lower-cost digital media has expanded rapidly, all of the
nations continue to utilize TV ads. Such ads improve awareness by reaching both youth and
adult influencers and by promoting the Navy brand.

In most AVF nations, and especially in the Navy, there is a persistent pattern of manning
shortages in certain skills. Recruiting and marketing initiatives have been adopted that target
applicants who can qualify for these skilled occupations. For example, all nations (except the
U.S.) have adopted direct entry program for recruits with prior technical training. They also
have developed specialist recruiting cells which concentrate on recruiting individuals with
specific skills.

Finally, a persistent trend in health problems, such as a rising rate of obesity, has
affected military eligibility rates in all Anglophone nations.

. RECRUITING STRUCTURE AND PROCESSES

The differences in the recruiting organizations among the AVF nations are striking.
Canada and Australia utilize joint military structures with a single organization performing
recruiting functions for all branches. At the opposite end of the spectrum, the U.S. and the U.K.
maintain separate recruiting organizations for each branch. Thus, even though all AVF nations
have experienced common external demographic and other changes, the recruiting and
marketing initiatives adopted in response to these changes are filtered through vastly different
recruiting organizations. AVF nations also have notable differences in the background of the
personnel assigned to recruiting duty. Royal Navy recruiters are retired active duty personnel
who are permanently assigned to recruiting duty. They are also assigned permanently to a
given local area. Canada uses a mix of CF active duty and reserve personnel as recruiters.
Australia combines civilian contractors and active duty personnel as recruiters. The U.K.
recruiting structure recently was decentralized to regional areas to improve the ability of field
recruiters to tailor their efforts to the local population and its needs. Early assessments of this
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structure indicate some problems with communication and planning between Navy Recruiting
headquarters and the regions. Table 1 summarizes the differences in the recruiting structures
and the composition of the recruiting force.

Table 1. Structure of Recruiting Organizations
Country Recruiting Recruiter Control Recruiting
Command Force
Structure
Australia Joint (ADF) ADF/MOD Hybrid: Civilian
Contractors
and Active
Duty
Canada Joint (CF) CF/MOD Active Duty
United Kingdom | By branch By branch— Retired Active
Policy at HQ; Duty (on
recruiters at local | Reserve Duty)
level
United States By branch By branch Active Duty

Although centralized recruiting appears to offer a cost-effective organizational model, it
has not been without issues. In Canada and Australia, Navy recruitment has been a serious
concern. In part this is because of low public awareness of the Navy, which has been traced to
the absence of service-specific advertising. To combat low awareness, the Canadian Navy has
created its own “Navy Attractions and Recruiting Support” cell. Similarly, the Australian Defence
Force (ADF) has begun to develop and promote separate brands for the individual services.

The recruiting process itself has been integrated into recruitment strategy as most
nations have attempted to reduce the length of the process. These improvements include
developing online or “e-recruiting” programs which allow candidates to submit and track the
status of their applications via the Internet. Canada also permits recruiting centers to conduct
on-site selection for many military occupations in an effort to reduce processing time.

V. DEVELOPMENT OF RECRUITING AND MARKETING STRATEGY

This study examines the process of developing recruiting and marketing strategies in the
four AVF nations and how the strategies are implemented in the short-run and the long-run. In
particular, we focus on the relationship between recruiting strategies and marketing initiatives.

As Table 2 shows, the process of developing recruiting strategy varies widely across the
four AVF nations. Australia maintains a long-run strategy and attempts to ensure that short-run
plans adhere to this strategy. Recruiting strategy is defined by MOD strategy in Defence White
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Paper 2009. Also, the Defence Strategic Workforce Plan (DSWP) 2010-2020 is a 20-year plan
that describes the workforce requirements for Force 2030. The ADF Recruiting Strategic Plan
2007-2017 describes how ADF will meet the demand for people specified by the MOD-level
strategy over the next decade.

The other nations include some elements of the highly-structured Australian process,
but generally not all of the components. The CF recruit marketing strategy, “Canadian Forces
Recruiting Strategic Level Guidance on Winning the War for Talent” (2007), flows from MOD
guidance in the Canada First Defence Strategy (2008) and the Military HR Strategy 2020 (2002).
In the UK., the strategy development process encompasses several levels of the MOD,
including the Armed Forces Overarching Personnel Strategy, the Defence Recruiting Committee,
and the Naval Strategic Plan.

TABLE 2. Development of Strategy
Country Defense Strateqy- | Personnel/HR Recruiting Navy Recruiting
-MOD Level Strategy Strategy Plan
Australia Defence White Defence Strategic ADF Recruiting | In-year
Paper; Defence Workforce Plan Strategic Plan Marketing Plan
Strategic Reform
Program
Canada Canada First Military HR Strategy; | CF Recruiting Efforts by Navy
Defence Strategy | Defence Strategic Strategy; Chief | Attraction and
Workforce Plan of Maritime Recruiting
Staff Strategic Support
HR Plan
United Kingdom | Armed Forces RN Recruit As prescribed
Overarching Marketing by RN Recruit
Personnel Plan Strategy Marketing
Strategy
United States CNO Strategic Commander’s AAMP
Initiatives Guidance

V. MARKETING AND ADVERTISING PLANS: IMPLEMENTING THE STRATEGY

The U.K. Royal Navy’s Recruit Marketing Strategy develops marketing principles for RN
recruiting. The original marketing model assumed that the target audience would be inspired to
contact a recruiter after being exposed to an advertisement on TV or in a cinema. However,
research found that potential recruits desired interactive communication to better understand
what the Navy is about and to identify a possible role model in the Navy. The current strategy,
entitled Life without Limits, has been in effect since January 2008.

In Canada, the current Fight with the Canadian Forces campaign (Fight Fear. Fight
Chaos. Fight Distress) is a rebranding of the CF. The current message focuses less on the



military’s combat mission and more on humanitarian and global assistance missions. This
theme echoes the U.S. Navy’s A Global Force for Good campaign. CF advertising also aims to
communicate career opportunities in the CF, as well as opportunities for professional and
personal growth. The Fight awareness campaign is complemented by a CF Priority Occupations
campaign with job-specific advertisements designed to drive “job-seekers” to certain
occupations. The CF campaign also promotes Navy teamwork to address Gen Y perceptions
about the isolation of the Navy. Canada still relies on TV advertising in part due to its large
geographical size. Also, Canada has developed a Virtual Recruiting Center, which makes it
possible for an applicant to have no personal contact with a recruiter until the final screening
interview. Canada feels that increased use of the internet and social media has reduced the
number of field recruiters.

To address shortages in technical skill areas, most AVF nations, with the exception of the
U.S., offer direct entry programs that allow qualified applicants to bypass lengthy initial skill
training. Specialist /Technical Trades Recruiting Cells also have been established in Canada and
Australia for health, engineering and technical fields.

Extensive joint advertising programs have raised important issues in Canada and
Australia. Joint ADF advertising had adopted two different approaches: advertising specific jobs
and advertising to generally attract people to the military. However, joint ADF advertising
allowed misperceptions to emerge about the individual service brands. Recently, the individual
services have been allowed to develop new advertising and marketing campaigns to address
their indistinct images and brands.

The Royal Navy stresses the importance of ensuring that advertising is integrated across
all media channels. Navy Recruiting Command considers the level of overall public RN
awareness to be based on three components: Outreach events, cinema advertising, and
education efforts. The RN stresses that no one element of marketing, media or advertising can
cover all of the target markets, without the others.

The Royal Navy also suffers from low awareness, although the problem does not stem
from a joint recruiting structure. The current Life without Limits campaign attempts to address
the low awareness of youth. The RN directs its recruiting messages to the primary market
segments based on the central proposition “One Career Many Opportunities.” The campaign
customizes this message for specific market segments.



In the U.K., the Royal Navy ‘Marketing and Advertising Plan’ is based on market
segmentation research. RN recruiting focuses on three or four (of seven) market segments and
selects the media most used by each market segment (e.g., TV, cinema, online, social media,
Pub TV) to reach the target audience. The RN considers digital channels to be a key part of its
communication strategy and intends to have a totally digital marketing strategy by 2015.

The Royal Australian Navy seeks to improve general (and youth in particular) awareness
of the RAN and its career options through specific outreach programs with the community and
schools, as well as sporting event sponsorships. In addition, the Gap Year Program is an ADF
program designed to give recent school leavers a taste of military life for 12 months while
paying them a salary. The program seeks to win over recruits who might resist making a military
commitment without first experiencing military life. Similarly the ADF is considering changing
the initial service obligation for new recruits. Currently, the initial minimum service obligation is
four to six years for enlisted personnel. However, studies indicate that GEN Y values flexibility
and might not want to make a long commitment.

In addition to the U.K., Australia uses target market segmentation research to customize
communication plans to reach and motivate different segments (such as those segments
deemed most likely to apply for certain priority jobs). While the U.S. Navy employs niche
marketing, its marketing plan does not appear to integrate target market segmentation
research to as great an extent as do the U.K. and Australia.

The U.S. recruiting mission currently is dictated by ‘fit.” Traditionally, recruiters sold the
Navy, not jobs. Today, GEN Y members demand to know the specifics about Navy life and jobs—
what will | do in the Navy? What is shipboard life like? The Navy website and a huge presence in
social media attempts to provide answers to these questions. The U.S. Navy has reduced TV
advertising due to a reduction in the ad budget and currently is focused more on digital media.
One perceived advantage to the more fragmented digital landscape is that it facilitates
targeted, niche marketing via the media channels frequented by each target segment.
However, advertising builds awareness, interest and involves long-term dynamics. The USN
fears that reducing advertising spending will reduce awareness even further and harm the
future supply of applicants.

VI. MEASURING MARKETING EFFECTIVENESS

Although AVF nations have developed metrics in an attempt to measure the direct
effect of advertising on enlistments, the causal effect of military advertising and marketing has
been elusive. One reason for this is that advertising tends to have a lagged effect on youth
enlistment decisions (Bicksler and Nolan 2006). Also, disentangling the relative contributions of
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advertising and other recruiting weapons — e.g., bonuses, educational benefits, and the number
of recruiters — has presented problems for researchers (Dertouzos and Garber 2003).

The responsibility for conducting assessments of advertising effectiveness varies across
nations. In the U.K., marketing assessments are not conducted by the ad agency responsible for
a campaign, but rather by the RN or by private research organizations. The U.K. government’s
Central Office of Information (COIl) also contracts with independent research companies to
conduct audience research. Navy Recruiting provides Key Performance Indicators (KPI) to
marketing agencies to be used to gauge the effectiveness of each campaign (e.g., TV, web,
cinema). If an ad agency fails to meet the KPI, it risks renewal of its contract. For example, the
ad agency might be instructed that the goal of a website campaign is to obtain 20 engineers.
After the website campaign, KPI’s are collected on the number of responses, the number of
expressions of interest, the number of telephone calls made to recruiting, the number of
applicants, and ultimately the number of engineers who enlist. The “conversion rate” -- the
ratio of the number of enlistments to the number of responses to the website ad — are also
evaluated.

In the U.S., much of the on-going assessment of advertising is conducted by the Navy’s
ad agency. The agency is held responsible for generating leads, but not contracts. The Navy
Recruiting Command provides guidance to the ad agency on the various missions and the
resources available. The ad agency uses the guidance to develop an annual marketing and
advertising plan. However, DOD also conducts joint market research via the Joint Advertising
Market Research & Studies (JAMRS) program. JAMRS conducts national surveys to gauge
Service awareness. The Navy launched the GFFG brand in 2009, but JAMRS surveys indicate
that Navy brand awareness is very low. Awareness appears to be around 1% for the GFFG
campaign as compared to about 8-9% under the Accelerate Your Life campaign.

All AVF nations conduct surveys of potential and new recruits. The Royal Navy surveys
every recruit to determine how they learned about the RN and what motivated them to join.
There are also efforts to measure the results of investments in outreach efforts. In the U.K,,
pre-wave and post-wave tracking of advertising campaigns is done via surveys. Also, the RN
administers a Potential Applicant Survey as well as a new recruit survey. The RN evaluates the
overall effectiveness of its initiatives via an annual Omnibus survey, which tracks the public’s
opinion of the RN. In Canada surveys are conducted to evaluate post-campaign ad recall, as well
as to understand behavior and propensity of the target market. Also, most nations conduct
focus groups and surveys of new recruits to learn what factors (including advertising) attracted
them to the Navy.

The U.S. Navy conducts marketing at both the national and the regional level. Local
advertising is used to generate leads for recruiter follow-up. National advertising is intended to
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generate awareness as well as produce leads. Both types of leads are tracked and are
coordinated via the web-based Navy Advertising and Leads Tracking System. The Navy

III

calculates a “combined National and Local Leads Contribution to Goal” for each of its
active/reserve and officer/enlisted categories. Each Recruiting District (NRD) must meet
minimum acceptable metrics for leads. For example, with respect to active enlisted leads, each
NRD should achieve the following three metrics: (a) A Combined National and Total Leads
Contribution to Goal equal or greater than 34%; (b) National Leads Conversion Rate equal to or

greater than 5%; (c) Local Enlisted Leads Conversion Rate equal to or greater than 5%.

Historical conversion rates indicate how many leads result in a signed enlistment
contract. The number of leads is further broken down from “gross leads” into “eligible leads.”
Conversion rates change as the number of contacts increases. The advertising agency reports
that when seeking to generate less than 35,000 contracts, the eligible conversion rate is 4.4%.

While all countries track metrics on marketing effectiveness, the U.S. is further along
than the other nations in measuring marketing ROI. In addition, the U.S. Navy is using
optimization models to guide resource allocation decisions.

VIl.  CONCLUSIONS AND RECOMMENDATIONS

The study found that fluctuating advertising budgets present a major impediment to
implementation of long-term marketing strategies. To avoid a reactive approach, the Australian
Defence Force developed a long-term recruiting strategy that is designed to guide policies even
during short-run swings in budget and personnel. Adopting this approach could help the USN
avoid the frustration of frequent strategy changes in response to budget fluctuations. Also,
brands need continual reinforcement. All the AVF countries suffered weakened Navy images as
a consequence of reduced advertising in the post-cold war period and have had to ‘reinvent’
their brands during the subsequent decade. A long-term strategy that addresses the need for
sustaining a strong Navy brand provides support for a stable base of resources for marketing
and advertising.

As part of a long-term strategy, Navy-specific advertising is essential to address Navy
awareness and to distinguish the Navy brand from the other services. While U.S. Navy
advertising is already service-specific, it is worth stressing that joint advertising, based on the
experience of Canada and Australia, while possibly providing cost savings, is not likely to meet
Navy’s strategic recruiting objectives.

The Royal Navy’s integration of market segmentation research directly into its
marketing practices provides a useful model. Although the USN conducts market segmentation
research (via JAMRS), it would be worthwhile to explore ways to more directly integrate the
results of this research into its marketing plans.
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Advertising via digital media is overwhelmingly being used by the AVF militaries.
Nonetheless, while digital media is cost-effective and fosters targeted niche marketing, it is
clear that mass media is still needed to cultivate general awareness of the Navy. In addition,
frequent fluctuations in funding for awareness-style mass media advertising can harm the
effectiveness of the more targeted digital-based media.

The study also finds that the traditional ‘join the Navy’ focus is no longer sufficient to
attract today’s recruits. Increasingly, other nations’ advertising, websites and outreach efforts
are promoting specific jobs and occupations. In addition, there appears to be high value in
promoting educational benefits to counter the trend toward more post-secondary education by
high school graduates.

In non-U.S. nations, appeals to patriotism or service to country do not appear to be
strong motivators of youth. Rather, it is travel, adventure, jobs, learning marketable skills and
further education that appear to be important motivators. Advertising in these nations seldom
addresses patriotism or service to country. This is especially important in nations with growing
immigrant populations.

Different recruiting models— both in terms of organization and processes — are being
used by AVF nations. While no single model suits all nations, the USN would benefit from
exploring potential advantages of utilizing civilian and/or military retiree as field recruiters. In
addition, USN should continue with efforts to improve or shorten the customer’s recruiting
process. All AVF countries are improving the recruitment process, both to reduce costs and to
help ensure that quality recruits stay in the recruiting process until accession. Interestingly,
other AVF countries appear to be farther along than the U.S. in terms of e-recruiting. Efforts to
improve and streamline the process should be continuously explored, even in a strong
recruiting market. Lastly, it would be prudent for USN to continue to explore a system where
responsibility for assessment of advertising and marketing effectiveness is independent of the
ad agency conducting the advertising campaigns.

Some of the important questions posed in studies of military advertising are as follows:
(a) is there a minimum level of advertising necessary for a cost-effective long-run recruiting
program? (b) What is the most efficient mix of joint and Navy-specific advertising? (c) What is
the proper mix of marketing media? Recent reviews of the literature on the effectiveness of
military advertising conclude that the pool of knowledge about this relationship is limited
(Adams 2009). Part of the problem is that the incidence of advertising, as well as its direct
effects, is inherently difficult to measure. Experimental evidence is rare, thus comparative
analysis of the experience of similar nations can provide some evidence on the effects of
advertising.
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The literature shows that advertising spending is effective in generating contracts and is
generally more cost-effective than alternative recruiting weapons (e.g., recruiters, enlistment
bonuses, educational benefits) (Dertouzos 2009). However, the effect of advertising
expenditures on contracts is characterized by an S-shaped (logistic) curve. This relationship
indicates that expenditures are ineffective at low levels of spending because the advertising
does not produce the required number of exposures per person. Thus, there is a threshold level
of spending below which advertising is relatively ineffective. As spending levels increase beyond
the threshold advertising reaches more people and the frequency of exposure also increases.
Eventually, a saturation point is reached where additional advertising does not reach a new
audience and each individual has received the message many times. At low levels of spending,
the optimal mix of advertising favors non-TV media, whereas at higher levels the optimal mix
shifts towards general TV and cable advertising.

The Canada and Australia case studies support the findings in Dertouzos (2009) that a
minimum level of advertising spending is important in maintaining the long-term viability of a
military’s recruitment program. One reason for this conclusion is due to the lag effects in
advertising whereby current expenditures affect future interest in the military, and earlier
spending has some effect on interest and awareness today. The evidence is based on cyclical
variation in advertising expenditures, and recruitment, between the drawdown of the 1990s
and the manpower buildup after September 2011. Although this buildup was accompanied by
increases in other recruiting resources, the case studies strongly suggests that the growth of
advertising spending after 9/11 generated a significant improvement in recruitment. Most
nations also change the mix of media when advertising budgets decline, generally away from
costly TV advertising toward less costly media. The Canadian experience also supports the view
that overall it may be cost-effective to maintain a minimum level of advertising expenditures
over time, even in the face of fluctuating recruit market conditions. A minimum level of
spending is necessary to maintain an awareness of the Navy, even when the recruiting market
is robust and goals are easy to achieve. Advertising affects awareness not just of youth, but also
of adult influencers. Allowing expenditures to decline drastically in a given period often requires
costly increases in recruiters and other resources in later periods. The costs associated with the
boom-and-bust cycle in recruiting resources might be reduced by a policy of maintaining
marketing and branding efforts.

The literature provides little direct empirical evidence on the effects of joint advertising
(Adams 2010). However, the case studies of Canada and Australia suggest that joint marketing
was a factor in the declining public awareness of the Navy and manning shortfalls in numerous
skills. Both Canada and Australia have been forced to adopt new service-specific marketing
strategies aimed at offsetting decreased Navy awareness. Their experience highlights the
weaknesses of joint advertising policies.
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I: INTRODUCTION

The goal of this study is to review and assess the recruiting, marketing and advertising
strategies that have been adopted in nations with all-volunteer force (AVF) militaries. To
achieve the goals of the research, we restricted the scope of the study along several
dimensions. First, we confined our attention to four AVF nations—Canada, Australia, the United
Kingdom and the U.S. Second, even though many of the policies discussed apply to all of the
military branches in each nation, we focus primarily on each nation’s Navy. Third, although
analysts historically have been concerned about the level of compensation necessary for the
military to be competitive in the youth labor market, modern militaries also spend heavily on
marketing and advertising. The focus of this study is on marketing and advertising strategies
and policies rather than on compensation or other policies. While recruiters perform the
difficult tasks of tracking down leads, processing applicants, and completing the ‘sale,
marketing and advertising programs are equally important recruiting weapons in AVF nations.
Marketing and advertising programs affect the attitudes and behavior not only of youth in the
target market but also of the key adult influencers of youth. Although it is difficult to
disentangle the recruitment effects of advertising from those of field recruiters, the importance
of marketing in generating awareness and establishing brands cannot be understated.

Since the events of 9/11, numerous shifts have occurred in the recruiting markets of
AVF nations. The wars in Irag and Afghanistan have increased operational missions and
manpower requirements of nearly all of the All-Volunteer Force (AVF) nations covered in this
report. Military occupations also have become more complex with a concurrent increase in the
number of technical jobs. The new missions have created changes in force sizes, force
structures, as well as in the quality mix of military forces. These changes have posed significant
new recruiting challenges for AVF nations. While AVF nations have increased their overall
demand for personnel, they have had to confront numerous demographic, social, and economic
changes that have forced them to adopt new marketing and advertising approaches. The past
decade has undoubtedly been the one with the greatest rate of change in recruiting conditions
since the establishment of volunteer military forces in these nations.

Against the backdrop of these trends, the goal of this report is to analyze recent policies
that have been adopted by AVF nations to attract the required number of personnel, with the
necessary skills and qualifications, in the most efficient manner. The study analyzes recruiting
initiatives that have been adopted to address the recent trends in demographics, the labor
market and economy, educational patterns, youth attitudes, and military propensity. The
initiatives we examine have been developed in nations that all have somewhat different
recruiting organizations. In some cases, the initiatives were adopted in response to unique



challenges and problems, whereas in other cases, the challenges and issues were similar across
all AVF nations but the responses differed. The report seeks to compare and contrast the
marketing strategies and practices in the selected nations, as well as to identify their best
marketing practices. In addition, the report differentiates between strategies developed to
address long-run trends versus those designed to deal with short-run issues.

We find significant differences in the policies that have been adopted across nations.
However, perhaps somewhat surprisingly, we often find significant variation in recruitment
initiatives between the Navy and the other branches within each nation. Sustaining Navy
recruitment often presents some of the greatest challenges to defense planners.

The study seeks to address the following questions:

What recruit market trends pose significant challenges to recruiting?

How should Navy be branded to promote recruiting?

What is best mix of advertising and marketing media?

What are the best practices of these AVF militaries?

How can awareness of Navy been increased?

What is the effectiveness of joint-service marketing approaches for Navy

recruiting?

. What policies and initiatives are most cost-effective? How is effectiveness
measured?

° What is the role of advertising in long-term recruiting strategies?

The research attempts to identify and document strategies used by the selected group
of AVF nations. It also attempts to analyze the unique circumstances that may have given rise to
those strategies in individual nations, especially for the Navy. One goal is to assess the
likelihood of success of adopting the recruiting strategies of other nations in the U.S. setting.
The study explores the cost and effectiveness of these strategies in the home context and the
likely cost and effectiveness if adopted in the U.S. context and suggests potential trials or pilot
studies to assess the potential effects of each strategy.

The study utilizes several methods to collect information. First, the study reviews the
available literature on recruiting in other nations. Second, the study relies on information
provided by personnel in the manpower and recruiting commands in the selected nations. The
study focuses on four English-speaking nations -- Australia, Canada, the U.S. and the United
Kingdom. In part, this is because research on recruiting has been more extensive in those
nations than elsewhere, the literature is readily accessible and demographic and socioeconomic
characteristics tend to be similar to those in the U.S. For example, all of these countries have
experienced rapid growth of immigrant groups from other nations that has impacted their
traditional recruiting demographics. In addition, these nations have all been involved to some



degree in the military operations in the Middle East, especially Afghanistan, which has impacted
recruiting success. Moreover, some of these nations, especially Australia, have recently
experienced serious recruiting shortfalls that have triggered the need to adopt new and
innovative recruiting solutions.

This study will provide information to U.S. Navy analysts and planners in terms of new
marketing strategies that may be feasible in the U.S. recruiting market. It attempts to identify
the cost and potential effectiveness of marketing strategies that have not been tried in the U.S.
From a longer-run strategic perspective, it may lead to implementation of trial or pilot efforts to
test the costs and effects of recruiting incentives or communication strategies.

The study is organized as follows after this introduction. Chapters Il through V provide
case studies of the marketing and advertising practices of Australia, Canada, the U.K. and the
U.S., respectively. Each case study attempts to survey the social, demographic, and economic
trends in each nation. This background sets the stage for the discussion of current recruiting
structure and processes in each nation. Although these nations are similar in many respects,
their recruiting organizations vary widely in terms of structure and processes. Each case study
then discusses the development of both long-run and short-run recruiting and marketing
strategies in each nation. This is followed by a section on the marketing and advertising policies
and initiatives adopted in each nation in pursuit of the strategy. In particular, we focus on
branding and marketing of each nation’s Navy and how public awareness is impacted by
advertising and marketing. We also discuss attempts by each nation to measure the
effectiveness of advertising campaigns and marketing efforts. In particular, we examine who
conducts the assessments, what metrics are used, and the results of such assessments. The
final section of each case study summarizes the lessons learned in each nation and what
policies, strategies, or initiatives might be applicable in the U.S. recruiting environment.



I RECRUITING AND MARKETING STRATEGIES IN ALL-VOLUNTEER FORCE
NATIONS: THE CASE OF AUSTRALIA

. TRENDS AND RECRUITING CHALLENGES

The Australian Defence Force (ADF) faces numerous challenges in recruiting. These
challenges were significant in recent years, as the ADF attempted to expand its force size, while
also retaining its skilled, experienced personnel. The challenges are still prominent, as ADF now
strives to maintain, rather than increase, the larger force size. Key challenges are described
below.

A. Economic and Demographic Trends

Unlike other AVF nations, the global financial crisis seems to be having only a short-
term, dampening effect on the Australian economy. The average unemployment rate during
2010 was 9.5% in European OECD nations and 9.8% in the U.S., but only 5.2% in Australia
(Organization for Economic Cooperation and Development 2010). In addition, strong economic
growth is forecasted for Australia in the next decades, which will increase the demand for
workers and create additional challenges for ADF recruiting and retention (Australian
Department of Defence 2010g).

The average age of the Australian work force has been increasing, which impacts the
pool of potential military recruits. The target age range for recruits is approximately 16.5-29
year olds (Vass 2007). This challenge is described below:

[Australian Defence Association director] James says the underlying demographic

problems—an ageing population—will result in slimmer pickings in the years ahead. ‘As

a proportion of the population, we now have fewer 18- to 25-year-olds than at any

other time since white settlement’ (Callaghan 2009).

Similarly, the ADF itself is aging. Unlike the U.S. military’s “up-or-out” career
management model, the ADF has an “up and stay” model, in which members may serve until
age 60 without being promoted (Australian Department of Defence 2010a). In addition, ADF
workforce policy recently extended the retirement age, which may increase the proportion of
older members of the force (Australian Department of Defence 2010a, 74). The ADF realizes
that it may need to increase future enlistments to compensate for losses due to high expected
separations (Australian Department of Defence 2010g).

Lastly, ADF recruiting is finding the pool of potential recruits to be increasingly
constrained by the health of many in the target age group. “Of those inquiring about ADF
careers, 1 in 12 is unable to meet the required minimum health or physical standards. The rate
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of childhood obesity in Australia is one of the highest amongst developed nations with 25% of
children meeting the criteria for overweight or obesity. Many of these children present with risk
factors for Type Il diabetes and cardiovascular disease” (Hearps et al. 2006, 37).

B Recruitment of Women

ADF struggles to increase the representation of women, which constitute only 13.5% of
the ADF. Recruitment efforts are frustrated as women are also relatively less likely to progress
to an enlistment decision. It is noted that” . . . of every 20 women who start the enlistment
process, only one completes it” (Farr 2009). Factors that contribute to the low representation
of women include the protracted application process (which appears to discourage women
more than men), women’s perceptions of ADF life, and the fact that women comprise the
majority of youth in full-time postsecondary education (Hearps et al. 2006).

Research has found that the ADF has not been effective in advertising to women.
Women perceive that the ADF is a male-dominated organization with few females in leadership
roles and are concerned about the potential for sexual harassment, as well as about potential
career barriers. The research concluded that these factors, combined with the low public
knowledge of the benefits offered by the military, have contributed to the low image of the
ADF among women (Hearps et al., 2006, 37).

C. Demand for Technical Skills—A Hollow Force

The ADF has an increasing demand for skilled recruits, such as engineers and
technicians, many of which are in high demand by private industry (Vass 2007; Australian
Defence Force 2011). The mining industry is considered a direct competitor, as it has
experienced rapid employment growth for skilled personnel, such as technicians, mechanics,
and engineers (Defence Force Recruiting 2010a).

Exacerbating this challenge is the fact that current technology has reduced the need for
people to enter the military to gain a skill, as in the past. The ADF leadership is concerned not
only by the shortage of combat-ready troops, but also with shortages in critical areas, such as
engineering, aircraft and ship maintenance, and heavy vehicle diesel mechanics. Because of the
complexity of communications and weapons systems, the military requires individuals with the
aptitude for skilled jobs. This change has reduced the opportunities for less skilled persons to
enter the military to gain trades training (Callaghan 2009).

D. Diversity Issues

The combined percentage of the population of Australia comprised of Asian, European,
African, and Aboriginal ethnic groups is expected to rise by 2025 —with implications for the ADF



recruitment strategy. The ADF is keenly aware of this trend, particularly since minority groups
are under-represented in the ADF. The vast majority of ADF applicants are Anglo-Australians,
despite the fact that the relative size of the Anglo-Australian applicant pool is shrinking, while
that of other cultural groups is growing (Hearps et al. 2006, 38).

One barrier to attracting recruits from ethnic groups is the negative image of the
military held by minorities. The Defence Personnel Environment Scan reports that “Members of
many minority cultural groups in Australia have undergone conflict or disruption in their
country of origin (or their parents have), and many may associate the ADF with their prior
negative experiences involving the military. Many may also perceive the military to be biased
against and not understanding towards their religious beliefs and cultural differences and may
expect that they will be treated in a discriminatory fashion” (Hearps et al. 2006, 38). The other
recruiting barrier for ethnic groups is that service in the military implies family separation. Close
bonds within ethnic families may preclude many young people from considering a military
career (Hearps et al. 2006, 38).

E. Public Image of ADF

A significant challenge is the image of the ADF among youth. While Australians, in
general, seem to admire the ADF and respect its important role in national security, they are
not inclined to join the military themselves. The public image problem is at least in part due the
fact that current operations are more peacekeeping in nature, as compared to the World War Il
type of operations, with a single, obvious enemy. In addition, the typical Australian family today
does not include a current (or former) military member. These factors have caused the general
population to be increasingly distanced from the military (Callaghan 2009).

F. Characteristics of Generation Y

Like other AVF nations, the recruit market in Australia largely consists of members of
Generation Y or Millennial Generation (Australian Defence Force 2011). The unique
characteristics of this group are connected to the ADF public image problems, so Defence Force
Recruiting (DFR) takes the Gen Y effect into account when marketing its services. DFR finds that
members of Gen Y are “independent, impatient, demanding and marketing savvy” and that this
they cannot be attracted with a generic offer—such as, ‘join the Army, complete your training
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and we will tell you what job you can do’” (Defence Force Recruiting 2010b). Openness and
authenticity, as well as friendships, are also important to this youth group. Generation Y also
reflects changing career expectations. The current youth generation’s attitude towards the

traditionally long-term commitment of the military is considered a challenge for recruiting.



One challenge facing ADF recruiting appears to stem from its own internal process.
Some potential recruits leave before enlisting due to frustration with the recruitment process.
Ziesing (2009) notes “...the timeline is intolerable for people used to walking into a job within a
few weeks rather than months.”

G. Navy-specific Recruiting Challenges

While, in general, the Navy faces the same issues as the ADF, the Navy’s problems seem
more acute. Based on studies that track propensity-to-join among 16 to 24-year olds, the
propensity level toward the Navy at 22% is the lowest of all the services, with the Army and Air
Force at 29% and 33%, respectively. Similarly, tracking studies reveal that the general market
has a higher level of negativity towards the Navy (31%) than it does towards the Army (21%)
and the Air Force (20%). Research also reveals that one obstacle the Navy faces is that the
public lacks an understanding of what the Navy does and views life in the Navy is “isolated,
lonely and boring” (Defence Force Recruiting 2011).

In recent years, the Navy has faced significant recruiting challenges, particularly in
certain occupations. Australia’s current low unemployment rate impacts the ability to fill
certain Navy jobs, including Marine Technicians, Electronics Technicians, Engineers, Medical
Officers, Cryptologic Systems, Hospitality roles, Officers, Aviation, Combat Systems Operators,
Communicators and Submariners (Defence Force Recruiting 2011). These shortages have
affected the Navy’s operational capabilities:

So far this year, the navy has only managed to achieve 71 per cent of its desired
recruitment total...The staffing shortages are already putting a brake on some defence
activities: most glaring is the inability of the Royal Australian Navy to man more than
three of its six Collins class submarines at any one time (Callaghan 2009).

Il. RECRUITING ORGANIZATION AND FORCE SIZE
A. Recruiting Organization

The Australian Defence Force (ADF) was established in 1976. It is a tri-service
organization comprised of the Royal Australian Navy, Australian Army, and Royal Australian Air
Force (Vass 2007). The recruiting function is centrally managed by Defense Force Recruiting
(DFR) and combines military personnel with civilians who work for a private contractor
(Manpower Inc). DFR is under the ADF People Strategies and Policy Group (PSPG). The
advertising budget for all services is centralized by the PSPG; however, each service chief sits on
the high-level recruiting board and injects his service-specific priorities into the overall budget
decisions. DFR provides recruiting services to the three service chiefs, who are obligated to
raise and sustain forces in their services. Recruiting services are performed cooperatively for all



services, as well as the Australian Public Service—i.e., for the entire Australian Defence Force
(ADF) (Australian Defence Force 2011). All job inquiries and job applications for positions in the
ADF are centrally processed by DFR (Banko and Holden 2007). DFR also has its own marketing
team, which uses information from applicable market research and contracts with an
advertising agency (Banko and Holden 2007). Within DFR, “Navy Marketing” is responsible for
marketing Royal Australian Navy careers and recruiting for most Direct Entry Officers and all
General Entry and Navy Reserve positions (Defence Force Recruiting 2011).

The ADF employs a systems approach to recruiting.

ADF recruitment is not solely the responsibility of the Defence Force Recruiting Branch
(DFR). Recruitment for the ADF involves a whole system of elements from within
Defence, linking policy, targets, recruiting operations, training schools and capability.
Working with the Services across many levels, DFR helps to ensure that the ADF
recruiting system meets its mission to provide the right people, in the right numbers and
at the right time, in order to generate Defence capability (Hawke and Gorny 2006).

Most cities in Australia have a Defence Force Recruiting Centre where applicants can
obtain information about military careers. In addition, cities that lack a permanent recruiting
office are visited by Career Promotion Teams and Specialist Promotion Teams. These teams are
comprised mostly of uniformed military personnel. However, the overall DFR force is a blend of
in-house and contractors. Unique to the AVF nations, Australia out-sources the bulk of its
recruiting force. Most recruiters are contract employees of Manpower Inc. However, the DFR
maintains that the contractors consider themselves foremost to be dedicated members of the
Defence Force Recruiting organization. As an example of how integrated the organization is, the
uniformed Career Promotion Teams are managed by Manpower Inc. (Defence Force Recruiting
2010c). Recruiting outreach efforts are managed in-house, but the bulk of advertising is
outsourced to an advertising agency (Defence Force Recruiting 2010c).

DFR recently has undergone significant changes. A new recruitment model was
established in 2008 in an effort to streamline the process and take advantage of economies of
scale, shared IT systems, and to increase coordination across the system (Banko and Holden
2007). In addition, the DFR was restructured in 2008-09 in effort to create a more “responsive,
candidate-focused recruitment process” (Australian Department of Defence 2009b).

In 2002 the ADF first outsourced its recruitment function to Manpower Inc. In 2008 the
Chandler MaclLeod Group won the contract to run the ADF recruiting program, but it opted out
of the contract in 2009. Manpower Inc was then awarded a $200 million, 27-month contract to
run the recruiting program in what the company calls the biggest recruitment outsourcing
program in the world. Manpower performs all recruitment functions, from marketing and



promotion to candidate screening and hiring (Zieminski 2009; Berkovic 2010; Manpower Inc.
2009).

The ADF provides recruits with a 60-day “trial period” in boot camp. As the ADF does
not conduct significant initial screening, this trial period serves as a filter to screen out recruits
with motivational and other disqualifying characteristics.

B. Force Manning Levels
1. Post-Cold War Manning and Effects on Recruiting

During the 1990s, the size of the ADF decreased from 70,000 full time personnel
to only 51,500 in 2000. Due to increased conflicts world-wide, the 2000 Defence White Paper
outlined a plan to expand the ADF to 54,000 by 2010. The ADF implemented measures to
attract and retain qualified personnel, including pay raises (Australian Defence Magazine 2008).

The ADF uses the term “workforce guidance” to refer to the government-
approved size or allocation of the military and civilian workforce. The guidance is the target
manning level for each fiscal year. These targets help drive recruiting goals. In the previous
decade, the ADF was unable to meet its annual manning target. Figure Il-1 illustrates the force
goals as compared to actual force size during the past decade.

Figure ll-1.  ADF Workforce Guidance and Actual

(Australian Department of Defence 2010h)

In an effort to meet recruiting targets, the DFR Business Improvement Plan 06/07
proposed activities to increase the number of “quality enquiries for an ADF job to over 125,000
this year, while improving the conversion rate of these enquiries to ADF enlistments” (Hawke
and Gorny 2006). Subsequently, the Defence Strategic Workforce Plan (DSWP) 2007-2017
contained plans to combat recruiting problems. The Navy, in particular, faced serious workforce
challenges; ADF had over 30 “critical categories” that have unfilled positions. Of these over 30
categories, most were in the Navy and most of these in the Navy’s submarine community. Table
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II-1 provides a snapshot of how each of the services has fallen short of its recruiting targets in
2008-2009.

Table II-1. ADF Recruitment: ADF Permanent Force, 2008—-09

Navy Army Air Force ADF
Total enquires 13,391 38,315 21,250 72,956
Formal Applications 3,651 8,229 3,868 15,748
Initial enlistments 1,294 3,130 1,027 5,451
Target enlistments 1,802 4,143 1,194 7,139
Enlistments achieved (%) 72 76 86 76

(Australian Department of Defence 2010h)

2. Recent Force Size and the Hollow Force

ADF manning is in a stronger position than it was a few years ago. The total ADF
force reached 77,115 in 2010 and is allocated as shown below in Table I1-2.

Table I1-2. ADF Workforce Allocation: 2009-2010

ADF Permanent Forces Reserve Forces
Navy 13,902 2,250
Army 28,246 15,840
Air Force 14,177 2,700
Total 56,325 20,790

Note: estimated allocation; does not include ADF Civilian Employees

(Australian Department of Defence 2010h)

AS Figure 1I-2 shows, growth is planned for the ADF over the rest of this decade.
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Figure ll-2.  ADF Workforce Growth FY2009/10 to FY2018/19

(Australian Department of Defence 2010g)

The manning plan for 2010-2020 is more optimistic than the previous plan
(Australian Department of Defence 2010a) due to the results of the 2006 Retention and
Recruitment (R2) Program. The goal was to grow the ADF to 58,310 by 2016/17, with about
two-thirds of this growth to be achieved by 2009/10 (Australian Department of Defence 2010g).

The ADF refers to its current condition as “workforce hollowness” representing a
gap between the number of approved positions and actual manning (Australian Department of
Defence 2010a, 46). Thus, while overall manning is adequate, a significant number of vacancies
in certain positions have created a hollow force. DSWP 2010-2020 states that the greatest
challenge currently is not achieving required overall growth but rather acquiring personnel with
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skills to fill shortages in “critical” categories, such as submarine-skilled recruits, medical
professionals, technicians and intelligence specialists. The Navy, with six critical officer
categories and 14 critical enlisted categories, has more critical categories for both officers and
enlisted than the other services combined. The Navy’s inability to fill about 1,250 vacant

positions could limit some naval capabilities (Australian Department of Defence 2010g).

Current (2011) recruitment has been favorable. DFR reduced its recruiting
targets in 2010-2011 and beyond, as a result of lower attrition and higher retention. However,
there are still problems in filling skilled occupations—particularly skills for which the military
must compete with the transportation, mining, engineering, construction and health sectors
(Defence Force Recruiting 2010b).

The Navy met many of its recruiting targets in early FY2010/11, thanks to a
combination of the impact of the Global Financial Crisis (GFC) and of the Navy-specific
recruiting marketing initiatives introduced during FY2009/10. The recruiting success (and lower
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separation rates) experienced during FY2010/11 led to the reduction of recruiting targets for
FY2011/12.

M. RECRUITING MARKETING AND ADVERTISING STRATEGY
A. ADF Recruiting Strategy

People Strategies & Policy Group (PSPG) in ADF is responsible for recruiting the
workforce necessary to execute the Defence strategy (Australian Department of Defence
2009c). Figure 1I-3 shows the entire strategic, integrated hierarchy of guidance within the PSPG.
While this report focuses on the hierarchy more directly related to recruiting, it is useful to see
how these People Strategies and initiatives all fit together in a top-level view.

Figure lI-3.  The DSWP in the Hierarchy of People Strategies and Plans

(Australian Department of Defence 2010g)

Within the overall hierarchy, ADF recruiting strategy involves a four-step flow of
documents.

1) Defence White Paper 2009 (plus the Defence Strategic Reform Program (SRP))

2) Defence Strategic Workforce Plan 2010-2020

3) Recruiting Strategic Plan 2007—-2017 (describes how ADF will meet the demand)

4) In-Year Recruiting Ops Plan (1-year) and In-year Marketing Plan (Australian
Defence Force 2011)
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There also are numerous supporting initiatives, such as the Defence Workforce Equity
and Diversity Plan 2007—-09 and the Action Plan for Recruitment and Retention of Women in the
ADF. This section will discuss pertinent recruiting-related aspects of the White Paper 2009 and
the Defence Strategic Workforce Plan 2010-20, and the ADF Recruiting Strategic Plan 2007-17.

The defence white paper, Defending Australia in the Asia Pacific Century: Force 2030
(2009) scans the horizon to the year 2030. The white paper addresses several recruiting-related
goals, including making the ADF more competitive in the marketplace and positioning the ADF
as an employer offering rewarding careers. The white paper also calls for clarifying the ADF
brand. Other goals are to attract people into specific occupational areas and to increase
diversity to better reflect the Australian population (Australian Department of Defence 2009d).

The Defence Personnel Environment Scan 2025, administered by the Directorate of
Strategic Personnel Planning and Research (DSPPR), reports internal and external challenges
facing the military in future decades. It looks at how demographic, workplace, and socio-
economic trends might impact recruiting. The ADF took these various issues into consideration
when developing its subsequent recruitment strategy.

In conjunction with the White Paper 2009, the Strategic Reform Program (SRP) attempts
to reshape workforce management to achieve the desired 2030 ADF force. The SRP addresses
four areas: civilianization of military support positions, conversion of contractors to APS,
improvement of personnel systems and processes, and use of a more effective business model
(Australian Department of Defence 2010g).

The second key strategic guidance underlying the recruiting strategy is the Defence
Strategic Workforce Plan 2010-2020 (DSWP), which outlines strategies and actions to address
key workforce challenges and provides guidance to make the necessary organizational changes.
The 20-year plan describes how to attain the workforce required for the capabilities of Force
2030. This plan will be revised every five years to align it with the Defence strategic planning
cycle (Australian Department of Defence 2010g).

The current DSWP has a more optimistic picture of ADF workforce levels than did the
previous plan. The DSWP2007-17 reflected an environment of declining force size, problems
with recruitment and retention, and a threat of not attaining the previous White Paper’s goal of
54,000 full-time military personnel by 2010. This plan was basically replaced by the Retention
and Recruitment (R2) Program. The current DSWP reflects an environment in which the military
is meeting overall targets, but experiencing shortages in certain critical areas. The new DSWP
includes establishment of a Defence Workforce Planning Cycle to help the workforce better
adjust to demand and supply signals.
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In 2006, the government inaugurated initiatives to boost recruiting and retention over a
10-year period, referred to as the “R2” strategy. The goal of the R2 program was to make major
reforms to establish the ADF as the “employer of choice,” to streamline recruiting processes,
and to attract more people to the ADF (Noetic Solutions 2010). One of the reforms enacted was
the “Marketing and Service Branding” initiative. In 2007, the DFR model was changed,
introducing service-specific brands. The objectives of this move were to increase awareness of
both the ADF and the three services to a wider pool of people. The goal of the move to single-
service branding was to address the public’s misconceptions of service life and to increase
knowledge of the diversity of ADF careers. By 2010, the R2 program had met its targets (Noetic
Solutions 2010).

Several other studies underlie the formulation of strategy to address top level goals
(and, ultimately, to drive recruitment strategy.) The Defence Personnel Environment Scan 2025
assesses the internal and external environments affecting Defence personnel well into the
future (Hearps et al. 2006; Smyth 2006). The document serves as a first step to address the
White Paper themes in order that the Defence People Plan, the Defence Workforce Plan and
Service Personnel Plans take into account key demographic, workplace, and socio-economic
trends (Hearps et al. 2006).

Also, the Future Workforce Concept informed the development of the DSWP by
examining ways to develop and maintain a workforce that meets the current, changing
operational demands and changing military technology. The DSWP also draws from service-
specific initiatives, such as the Navy’s Sea Change Program (Smyth 2006). The Sea Change
Program, introduced in 2005, is a work/life balance initiative and addresses “flexible-crewing”
and other personnel management programs.

The primary target group for recruitment consists of Australians aged 16.5 to 29 years
old. In addition the DFR promotes enlistment into the “Gap Year” program (ADF 2007). In
addition, DFR recruits eligible ex-serving members, mature entrants, and overseas lateral
transfers (Australian Department of Defence 2007). The secondary target demographic consists
of those who have a “positive disposition to joining the ADF” (Banko and Holden 2007).

The Recruiting Strategic Plan is driven by the DSWP and describes how ADF will meet
the demand for people specified by the top-level strategy. Defence Force Recruiting establishes
its recruiting strategy for a 10-year horizon (Australian Defence Force 2011). Fine-tuning of
recruiting strategy involves mapping out the “demand side” with respect to required skill sets
and methods of entry. Then, the DFR develops a strategy for attracting these people. The DFR is
aware that the military is not representative of the Australian nation. Hence, further fine-tuning
of the strategy involves efforts to broaden the recruiting pool (Australian Department of
Defence 2008). It is worth noting that there is on-going discussion regarding the tradeoff
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between meeting recruiting goals and meeting diversity goals (Australian Defence Force 2011).
This tradeoff exists in all of the AVF nations covered in this study.

The Recruiting Strategic Plan 2007-17 delineates specific plans for five stakeholder
groups in the wider recruiting system.

° “Strategic partners” include government agencies, employers, schools, the
Defence Force Academy, DFR advocates, and the services. DFR plans to build
alliances to help promote the ADF brand and implement a strategy that
addresses the recruiting priorities of the single services.

) “Influencers” include parents, teachers, peers, career advisors, and the media.
The DRF plan calls for engaging with career advisors, developing a plan for
engaging with parents, teachers, principals and others in the educational
network, and exploring how to develop an ADF reality television show, to raise
awareness of real-life in the ADF.

° The “target market” includes youth, technically skilled individuals, Indigenous
persons, multicultural persons, women, ex-serving members, mature entrants,
and overseas lateral transfers. DFR’s action plan for this critical group is to
attract members of these markets though targeted marketing strategies.

° ADF recruiting personnel represent a stakeholder group. The action plan calls for
improving selection of military members to non-administrative roles, making
‘best practice’ DFR training widely available, recognizing DFR staff achievement;
and internally promoting the DFR as a ‘preferred employer’.

° Finally, the candidates themselves are considered stakeholders. The DFR
strategic plan is to increase the efficiency of the recruiting process, provide the
pre-recruits with more realistic exposure to the military, use best-practice
models of testing and assessment, and fine-tune entry standards.

ADF Recruiting Strategy is designed to be long-term in nature and not to be altered
when marketing budgets fluctuate. However, tactical implementation of the strategy may
change as the budget changes (Australian Defence Force 2011).

B. ADF Communications Strategy Framework

Advertising is viewed as the first step in the recruiting process. Its goal is to make the
target market aware of ADF job opportunities, thus generating inquiries and applications.
Advertising is an important component of ADF efforts to meet its current overall targets, as well
as to meet shortfalls in specific occupations (Defence Force Recruiting 2010b).

The propensity to join is viewed as a commitment ladder. DFR seeks to advance people
up the ladder—from “positively disposed” to “serious considerers” to “converted.” Of the
entire target demographic group, about 7% are considered to have a ‘natural propensity’ to join
the ADF, and about 64% are considered ‘outright rejecters.” The remaining 29% of the target
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audience are ‘either positively disposed or unsure’ of joining. DFR advertising focuses on
influencing persons in this 29% group (Defence Force Recruiting 2010b). For example, one DFR
marketing effort is the “Youth Connection Program.” In general, there is a high enlistment rate
from participants of this program, and many of them become good recruits. However, most
marketing efforts are not directed towards youth like those in the Youth Connection Program,
as they are already favorably inclined towards the military (Australian Defence Force 2011).

It is helpful to view the DFR advertising and communication system as a four-step
communications model (Banko and Holden 2007, 17):

Level One—Corporate Communications. At this level, ADF is promoted as a “general

brand.” The branding effort is managed by Defence Public Affairs, rather than Defense Force
Recruiting. An example of an initiative at this level is the “The Youth Connection Program,”
which attempts to increase ADF awareness among youth. This initiative involves a multimedia
teaching program geared toward 15-18 year olds in which “presenters share experiences in
which they overcame adversity to achieve their career goals” (Banko and Holden 2007).

Level Two—Career Communications. At this level, the individual services are promoted.

Careers in each service are promoted in national and regional TV and print media campaigns.
Efforts are also made to increase presence and visibility in rural areas, as well as at high profile
community activities, such as sports events and on-line internet activities. ADF advertising
reflects three distinct service brands, which is important for “dispelling misperceptions about
the Service brands that cause members of the target market not to consider the ADF among
their career options” (Defence Force Recruiting 2010b).

An example of Navy-specific branding is seen in a recent advertisement which shows
footage of busy Navy sailors on ships (a boarding party, activity on the ship, etc.) and includes
footage of sailors motor biking around an interesting foreign city. After the footage, the voice-
over states: “That was 7 days in the Navy. Imagine what it would be like in a career” (Australian
Defence Force 2011).

Level Three—Job-specific Communications Promoting Occupations/Trades. The job-

specific communications level involves national and regional TV and print campaigns that focus
on ‘hard-to-recruit’ occupations. Also, Careers Promotion Teams conduct regional community
events (Banko and Holden 2007). The ADF recruits for over 330 specific jobs, but not all of these
jobs receive advertising support (Defence Force Recruiting 2010b).

Level Four—“Below the Line Marketing.” This grass-roots level attempts to encourage

potential prospects to apply for enlistment. Candidate Relationship Management personnel,
including recruiters and Career Promotion Teams, provide one-on-one communications to
prospects (Banko and Holden 2007).
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ADF recruiting strategy at the national level seeks to drive the ADF and service-specific
brands to the target market. National marketing efforts include large-scale campaigns that
focus on a specific service or specialty. At the regional level, the focus is more on local-area
target marketing, outreach efforts and promotional opportunities, and newspaper advertising
(Banko and Holden 2007).

As mentioned above, the characteristics of Generation Y present challenges to ADF
recruiting. Research indicates that this generation wants to know, “What is in it for me?” The
DFR communications strategy includes efforts to highlight specific benefits of a career in each
service, including information on job responsibilities, training, and expectations for future
military careers (Defence Force Recruiting 2010b).

To address Gen Y’s desire for friendship, ADF advertising campaigns convey the message
that teamwork and camaraderie are inherent in military life. In response to Gen Y’s low
awareness of the military, the communications strategy seeks to correct misconceptions about
each branch. This is particularly important for the Navy, as the DFR finds that misconceptions
about the Navy have been the single greatest factor in making the Navy historically a much
harder sell than the Army or Air Force (Defence Force Recruiting 2010b).

C. The Navy Strategy: Navy Marketing Plan FY2011-2012

As mentioned above, the Navy Marketing arm of DFR is responsible for marketing the
Navy. Hence, under the guidance of the fairly long-range ADF Recruiting Strategic Plan, Navy
Marketing has developed a one-year Navy-specific marketing plan, based on strategic
objectives developed for the Navy.

After a successful recruiting year during FY2010/11, Navy Marketing faces a
combination of lower recruiting targets, fewer candidates in the recruiting pipeline, and a
smaller media budget for FY2011/12. Hence, Navy Marketing strives to implement a strategy
that will carefully balance the need for maintaining consistent enquiry levels, fostering a
healthy flow of candidates through the pipeline and creating attractive job opportunities in a
very competitive labor market. This section of the report discusses the elements of the Navy
marketing strategy.

1. Market Segmentation

The primary recruit market for DFR is eligible 16-24 year olds, segmented as
‘Generation Y’ (born between 1981 and 1991) or ‘Generation Z’, born between 1991 and 2001).
DFR is cognizant of the characteristics of this ‘millennial’ generation — specifically their need to
be considered as individuals, while still part of a team.
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In its marketing plan, Navy Marketing further defines its own primary market as:

° 14 to 16-year olds in school

° 16 to 24-year olds who are working but looking for a career change

° 18 year olds who have completed 12 years of education and are surveying career
opportunities in a “buyers’ market”

° 19-24-year olds who are either in college or starting a career, as well as those in

that age bracket who are in unskilled jobs (Defence Force Recruiting 2011).

DFR’s secondary market is eligible 25 to 35-year olds who are considering a
career change, possess qualifications or skills deemed relevant to the defence forces, or have
completed university but are pursuing a career outside of their chosen field. DFR also
recognized a tertiary market of influencers over the age of 35, such as parents and academic
advisors.

Navy Marketing further categorizes its target market based on profiles of typical
enquirers into the Navy’s six broad occupational areas. Historical enquiry data reveals typical
locations, genders, and other characteristics of enquirers for specific Navy jobs. Navy Marketing
uses this information to build attraction activities for different segments. An example
summarizing the market profile for one occupational area is provided below:

General Entry—Technical Trades (GE Tech): There are over 400 specific jobs in this
broad ADF occupational area, including Navy Technical Trade jobs such as various kinds
of Marine Technicians, Electronics Technicians, and Aviation Technicians. These jobs are
typically filled by persons seeking a trade qualification and those currently working in
the industry, as well as those seeking a career change.

GE Tech Enquirer Profile: Most enquiries are from males (94%) and from 16-25 year olds
(83%). Enquirers’ locations are roughly split between metropolitan areas (53%) and
regional areas (47%), with New South Wales (16%) and Sydney (20%) being the
strongest locations.

Based on the nature of each job, advertising and media plans are created to
attract those reflecting the characteristics of the historical enquirer profiles.

Beyond (and overlapping with) the primary, secondary and tertiary market
segments, Navy Marketing also identifies four “special audiences” to whom marketing is to be
targeted (Defence Force Recruiting 2011):

. Internal Navy Personnel: As this audience ‘embodies’ the Navy brand, their
ability to promote the Navy through personal communications is a valuable
marketing asset.

. Women: Women hold a higher opinion of the Navy and the Air Force than of the
Army. The Navy seeks to leverage this finding in appealing to women.
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° Multicultural: The Navy seeks to promote diversity in its ranks and integrates
images of and messages from members of diverse ethnic and cultural
backgrounds in its marketing material.

° Passive Enquirers: This groups represents persons who have enquired about a
Navy job through the online application at the defencejoblgov.au website, but
have not taken the next step of scheduling an in-person “YOU” session.

2. Objectives and Targets

The DFR Navy Marketing Plan FY2011/12 presents strategies and tactics to
recruit quality candidates. The plan addresses the challenges facing Navy recruiting (discussed
earlier in this report) including the negative image and misperceptions of the Navy held by the
target market, the reduction of candidates in the recruiting pipeline, and the competitive labor
market. The specific objectives of the marketing strategy are to (Defence Force Recruiting
2011):

(2) Improve recruitment to Navy priority jobs.
(2) Maintain and build propensity among the target audience.
(3) Improve brand health and remove barriers to consideration.

(4) Maintain the success of the existing Navy brand and continue to synchronize
across all Navy marketing platforms.
(5) Stimulate conversion from enquiry to application.

The Navy’s current recruiting priority jobs include: Maritime Warfare Officer,
Pilot, Maritime Aviation Warfare Officer (including Submariner), Marine Technician (including
Submariner), Electronic Technician (including Submariner), Air Technician Aircraft, Air
Technician Avionics, Acoustic Warfare Analyst, and Cryptologist Systems. In addition, jobs that
are hard-to-fill or otherwise focused on in the Recruiting Operations Plan include: Steward -
Submarine, Reserves, Musician, Cook, Hydrographic Survey, and Electronic Warfare.

The Navy has a goal of 1,154 enlistments for FY2011/12. Navy Marketing
contends that a minimum of 7,570 enquiries are required to achieve this enlistment goal, a
conversion rate of 6-7 to 1. The specific level of enquires targeted for each general Navy job
community are as follows:

Table II-3. Targets for FY2011/12 Enquiries

Navy Job Community Target Number of Enquiries

Full-time General Entry Tech 1,286
Full-time General Non Tech 1,956
Full-time Officer 3,834
Part-time Officer 380
Part-time General Entry 114
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(Defence Force Recruiting 2011)

The marketing objectives and the known challenges facing recruiting in turn
drive the objectives for the communications strategy, which are to (Defence Force Recruiting
2011):

(1) Educate the target audience about job options in the Navy.

(2) Dispel negative misconceptions about the Navy amongst the target
audience.

(3) Communicate what the Navy actually does to the target audience.

(4) Engender an emotional connection with the Navy amongst the target
markets.

To achieve these marketing and communications objectives, Navy Marketing has

adopted a three-pronged approach, employing a combination of Navy brand messages, job
specific communication, and efforts to progress enquirers to the application stage.

3. Messages and Brand Positioning

Research (from contracted agencies) uncovered what perceptions the target
market holds regarding the Navy and what characteristics of the Millennials are pertinent to
Navy recruiting. Navy Marketing has taken the four communication objectives and developed
seven key messages to be communicated to the target market through creative material.

Each key message addresses one or more communications objectives. The seven
key messages are (Defence Force Recruiting 2011):

. The Navy provides an important contribution to the Defence of Australia.
° A Navy career is interesting and exciting.

. The Navy provides a worthwhile and meaningful career.

. The Navy work and life are grounded in teamwork.

° The Navy provides quality training and qualifications.

° The Navy provides good pay and benefits.

. A career in the Navy would provide a good lifestyle.

For example, research found that the target market perceives the Navy to be
lonely and isolated and that Millennials desire connection with others at work and through
friendships. The message to be sent to the market is “the Navy work and life are grounded in
teamwork,” which links to communications objectives #2 (“Dispel negative misconceptions
about the Navy amongst the target audience”) and #4 (“Engender an emotional connection
with the Navy amongst the target markets”). Each key message is communicated through
advertising and communications material to generate attraction to the Navy by the target
market. The impact of communicating these seven messages is tracked quarterly.
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As mentioned above, service-specific brands were launched in 2007. The first
prong of the Navy marketing strategy is to convey the distinct identity of the Navy through both
the Navy-wide brand and community-specific brands. The goal of this effort is to position the
Navy as a relevant and diverse organization that offers members an opportunity to work
together and do worthwhile, meaningful jobs and to clarify what the Navy actually does —
including differentiating the Navy’s identity from that of the other services. The Navy’s basic
position statement, “People work in teams to achieve amazing things” is translated into the
current tagline: Navy. The Team Works, often followed by: Be part of something bigger.

The Navy brand seeks to marry its inherent environment of teamwork to satisfy
GEN Y desires for friendship and to do something meaningful. Advertising portrays Navy
members working together on teams to achieve rewarding goals. This communications effort is
important, as one of the commonly held perceptions of Navy life is that it is isolated and boring.

DFR considers its Navy brand platform to be successful in dispelling negative
Navy images and in generating enquiries for Navy jobs (Defence Force Recruiting 2011).The
branding and advertising efforts have helped the Navy fill some of its hard-to-fill jobs. However,
DFR is concerned that the reduction of the advertising budget—and resulting reduction in
advertising support for the Navy—will undercut the brand campaign and cause a return of
shortages.

Since research showed the public lacks an understanding of and connection with
the Navy, the brand communication efforts also describe the Navy’s lifestyle and the
opportunities the Navy offers. The goal is, through a variety of communication approaches, to
demystify the Navy and to help people visualize themselves in the Navy. For example, the
Defence Jobs website offers a link to a Navy site that gives a sample job announcement for
Cryptologist including a video interview of Navy cryptologists about their jobs.

The “All Navy” brand positioning is further tailored to provide unique brand
identities for seven main career categories: Technical Trades, Submariner, Combat Console,
Hospitality, Officer, Aviation, and Reserve careers (Defence Force Recruiting 2011). The idea
behind this “category positioning” is that each career has unique features and potential appeal
as well as its own misconceptions and recruiting challenges. By creating individual brand
identities within the Navy brand, Navy Marketing seeks to customize efforts to convey the
overriding key messages and the four communication messages. The Technical Trades category
faces intense competition from the civilian labor market. The Navy’s positioning efforts seek to
highlight the pay, benefits, training and potential to earn civilian qualifications. In contrast, pay
is not found to be a key driver in attracting Submariners; rather, this category is considered best
communicated with an emotional approach, appealing to the rich history and individualized,
secretive nature of this career. The Combat Console careers suffer from a particular lack of
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awareness among the target market, so this group’s branding seeks to clarify the jobs while also
appealing to the computer-minded Millennials. The Hospitality branding portrays the job
diversity and civilian-transferrable qualifications, as well as the chance to do things completely
outside of the job’s core responsibilities. Communications efforts geared at attracting officers
present the target market with a package that encompasses job satisfaction, personal
development, leadership opportunities, and an opportunity to make meaningful contributions
to the world. The branding of the Aviation category is important in distinguishing Navy Aviation
careers from those of the Air Force.

The category-specific advertising approach (whereby jobs are grouped together
in communications) appears to be a fairly new approach for Navy Marketing and is an attempt
to advertise effectively with smaller media budgets. This effort is at the national level and is
part of the overall awareness and attraction campaigns (Defence Force Recruiting 2011).

4. Job Specific Communication

The second prong of the Navy’s marketing strategy focuses on attracting
candidates into hard-to-fill jobs (Defence Force Recruiting 2011). While the Navy positioning is
primarily communicated at the national level, job-specific communication is largely at the
regional level. The Regional Advertising Coordinators are provided with an array of
advertisements for hard-to-fill jobs, including press, radio, online display banners, electronic
direct mail, job description sheets, and testimonial interview-style ads. Market research
identifies historical applicant profiles — including media consumption habits, gender, age and
location - for different Navy jobs. Research of the target market for each priority job, as well as
for each career category, helps identify the media channels for the different ads.

Job-specific advertising and recruiting efforts can be adjusted frequently as
priority jobs change. The primary media channels for the job-specific communications are
online advertising banners, radio commercials, electronic and direct email.

5. Consumer Relationship Management

Candidates enter the recruitment process by calling the information phone
number and leaving personal information with a customer service operator, or by entering the
Defencejob website and making an online inquiry or application. One audience targeted by
Navy Marketing is the “passive enquirers” market, comprised of enquirers who have not yet
applied to the Navy. Active inquirers are those who have submitted an application and
attended a ‘YOU’ (Your Opportunities Unlimited) session at a recruiting center. Navy Marketing
is particularly interested in converting passive enquirers to applicants who apply for priority
jobs. These recruits represent “low hanging fruit” as they have already indicated an interest in
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the Navy. However, as all the enquirers in the recruitment database may not have the same
likelihood to apply, let alone apply to the hard-to-fill jobs, DFR seeks to develop a strategy to
efficiently identify the preferred enquirers.

DFR plans to launch a pilot consumer relationship management (CRM) program
to communicate with high-potential passive enquirers. The first step is to identify passive
enquirers who are most likely to respond to recruiting efforts. This step will entail analysis of
the conversion rate of the passive-to-active enquirers and of the characteristics of the passive
enquirer, such as their characteristics, location, the reason they enquired, and the likelihood
that they will actually apply. The second step involves selecting the most appropriate media
channels. The pilot program will employ a recruiting message at designated points in time in
the pipeline to encourage applicants for the hard-to-fill jobs. Communication media is expected
to include a high-profile Navy Technical Trades Webinar, Facebook chats, electronic Direct Mail
and Direct Mail “post packs”, personalized for the enquirer (Defence Force Recruiting 2011).

D. Media and Marketing Mix
1. Media Strategy

As mentioned above, DFR moved away from joint advertising and now offers
each service the ability to develop its own service brand. DFR finds single-service branding is a
more effective way to attract recruits (Defence Force Recruiting 2011). DFR advertising and
media strategy now attempts to maximize gains from both single-service branding and
complementary joint activities.

DFR recently implemented two significant changes to its advertising strategy,
which seem to be improving recruiting success and reducing cost. The media strategy
previously followed a ‘burst’ sequence, in which high weights of advertising were concentrated
over short periods. The media strategy now follows a ‘continuity’ approach, in which lower
weights of advertising are sustained over longer periods. One benefit of this approach is that it
allows for television presence for 40 weeks a year, whereas under the ‘burst’ approach the
television presence was for only about 18 weeks per year (Defence Force Recruiting 2010c). In
addition, digital media has become an increasingly important part of the media strategy.

This continuity approach has joint service implications, as all services will
together run ads with lower weights for longer periods thus creating a spillover effect. Each
service’s ads — in essence different brands of the same general type of product — will have a
spillover effect on the other services, in the form of increased enquiries, even if one of the
other services is not actively advertising.
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The second recent change to DFR media strategy is that, when possible, DFR
seeks to leverage “free” news media, typically via local media. An example of this might be to
announce the presentation of an ADF award to a local individual. Social networking and gaming
portals are also considered low-cost media channels (Defence Force Recruiting, 2010c).

The media strategy has three tiers. “Foundational media” activities attempt to
foster joint, service-wide continuity across the services. This approach uses the most efficient
media channels, such as TV, online TV, radio cinema and online media.

In marketing communications, “activation” refers to communications activities
that foster interaction or involvement between the sponsor and the consumer. In contrast,
passive communications, such as signage, do not encourage interaction. Research has found
that engaging customers in brand activational websites better promotes favorable attitudes
towards the sponsor than do passive, non-activational websites. (Weeks, Cornwell and Drennan
2008)

The second tier of the media strategy is to employ Navy-specific media
activation. This effort builds upon the foundational media effort by having a Navy-to-audience
connection and conveying the Navy brand across the media channel. The FY2011/12 Navy
media activation plan promotes Navy Technical Trades. The goal is to generate deeper
engagement between the Navy and the target audience (trades people) to increase awareness
of Navy Technical Trades (Defence Force Recruiting 2011).

The third tier of the FY2011/12 media strategy involves portraying the ADF as an
employer of choice by promoting training and development. This effort complements single
service branding by promoting ADF as offering common benefits (Defence Force Recruiting
2011).

2. Marketing and Media Mix

The bulk of the Navy’s media activity for FY2011/12 is geared towards the
Technical Trades campaign. Media activation includes mass media ads across a selected TV,
radio, or cinema venue. In addition, more targeted media efforts will try to move passive
enquirers towards priority jobs, as part of the CRM strategy. The Navy employs a range of
media in its campaign, including traditional mass media, digital media and websites, and direct
email (Defence Force Recruiting 2011).

As is found in all AVF nations, media consumption habits continue to change.
While the target market (16 to 24-year olds) continues to frequent the traditional media
channels of TV, magazines, cinema and out of home media, this audience increasingly spends
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its time on the internet. DFR and Navy Marketing reflect this trend in their selection of
advertising media.

a. Traditional Mass Media Advertising

Television: Television offers a wide reach, exposing a broad demographic
spectrum of the population to the Navy brand. Navy Marketing considers television, as
compared to other media channels, to more effectively raise awareness of and encourage
enquiries of Navy careers.

DFR uses applications which leverage internet technology to this
traditional media. One application involves using mobile phone messaging (SMS) technology to
link viewers with DFR by prompting viewers to obtain more in-depth information of a Navy
career highlighted in the ad. For example, the end of a submarine TV ad displays “SMS ‘Sub” to
13 19 02 for more information,” which provides the viewer with a direct link to the submariners
page and trailer on the ADF website. Another internet-to-TV application involves replay TV,
whereby viewers can watch a TV show on the internet after the show’s original broadcast. DFR
has been running regular 30-second TV ads on this media channel, but expects to run shorter
(15 second) versions instead to reduce cost and to capture the attention of impatient Catch-Up
TV viewers.

Radio: While Navy Marketing uses TV as a vehicle for raising brand
awareness, it finds radio is effective in promoting specific jobs. Radio also provides Navy
Marketing with greater flexibility than TV to change ads to respond to changes in recruiting
requirements. Accordingly, Navy Marketing focuses radio commercials on the current priority
occupations.

Press: Press advertising can both cover a wide reach (like TV) and target
specific market segments. Regional Advertising Coordinators run Navy awareness ‘recruiting
now’ press ads for priority occupations in their areas.

Cinema: Navy Marketing runs Navy brand commercials in cinemas, as this
channel is suitable for creating emotional experiences to captive audiences.

b. Digital/Web-based Media Advertising

As in other AVF countries, the internet plays an important role in
recruiting efforts. The ADF has launched its promotional campaign over the internet and mobile
phones to connect with the Gen Y market (Callaghan 2009). DFR employs digital, web-based
media and email-based marketing in a wide variety of applications.
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Online Banners: Online banners allow DFR to target ads to their desired
audience and to closely measure response rates. Banners, which encourage viewer response,
provide links to the job specific Navy websites.

Search Engine Marketing (SEM): The Navy uses search engine
optimization (SEO) to improve visibility of its website, as well as to promote specific priority
jobs on SEO lists, based on key words associated with Navy occupations.

Social Media: The FY2011/12 Navy Marketing strategy addresses the
perception that the Millennials increasingly look to social media for information and connection
with others. Social media sites such as LinkedIn and VisualCV are considered several of various
advertising venues to connect this generation’s job-seekers with the Navy.

Webinar: The CRM program strives to build interaction with passive
enquirers - particularly those targeted for Technical Trades occupations. One tactic is to
conduct webinars (web-based seminars allowing participant interaction) led by a Navy Trades
representative, to motivate applications among passive enquirers. Navy Marketing also
envisions using webinars to extend the momentum from the Navy media activation.
Prospective invitees for the webinar could be drawn from databases housing names of passive
enquiries and current candidates, Regional Advertising Coordinator prospects, and members of
Navy affiliation groups.

Facebook Chat: Research shows that GEN Y members have a poor
understanding of the role of the Navy and of daily life in various Navy careers and that they are
not acquainted with many Navy people. In addition, research reveals that Facebook’s 11 million
active Australian users largely fall into the Navy's target market group. DFR intends to expand
its use of its Navy Facebook platform to provide personal interaction between Facebook users
and Navy members. For example, it plans to conduct scheduled Navy Facebook chats hosted by
Submariners to promote submariner careers and answer questions from the public.

Submariner Campaign: One interesting tactic launched in 2008 is a digital
submarine simulator providing real-time interaction of submariner life. Users follow a variety of
realistic scenarios in which they learn about the submarine lifestyle, and are offered the
opportunity to earn a virtual submarine qualification, known as ‘dolphins’ (The Inspiration
Room 2009).

Direct Mail: Direct mail ads fall into the Consumer Relationship
Management tool bag and also are used by Regional Advertising Coordinators. Direct mail is
customized and personalized, using job preference and personal information from the database
of enquirers to the Navy’s priority jobs website.
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Defencejobs Website: The Defencejobs website is foundational to the
Navy’s marketing strategy. Navy Marketing seeks to help the target market connect with the
Navy through web-site based testimonials, games, and images of the Navy conducting
humanitarian efforts. The ADF uses both job-specific and target market-specific approaches on
its website. There is a recruiting website, which emphasizes and profiles specific jobs. There is
also a microsite called Defencejobs Games, designed to appeal to GEN Y members. This website
features interactive games, such as the two-player ‘Extreme Battleships’ game. This game—
particularly designed to promote the Navy—is considered to be successful in generating
impressions based on a high volume of visits. The Navy has its own Navy Lifestyle website,
which offers viewers a chance to gain real-life, ‘behind-the-scenes’ glimpses into the Navy. The
website offers 3D models of ships, including ship tours and videos of ship operations.

Electronic Direct Marketing: Navy Marketing further tries to attract
passive enquirers through personalized email. This ‘rapid response’ product is sent at times
corresponding to demand signals for underperforming and priority jobs.

Online Job Advertisements: Navy Marketing’s strategy includes visibility
on various employment/ job listing websites, such as SEEKS, a leading jobs website in Australia.
Priority Navy jobs in particular will be highlighted through this channel.

C. Collateral Advertising

The marketing strategy also includes use of a variety of materials to
support recruiting. Interactive DVDs present television commercials, recruiting videos,
documentaries, testimonials, and ship tours and can be mailed or given away at outreach
events by Career Promotion Teams and other recruiters. Recruiters are also equipped with
presentation-ready job listings and brochures. Of note, across the spectrum of advertising
media just described, DFR provides a way to drive the viewer to the website for follow-up
information (Defence Force Recruiting 2011).

E. Marketing and Media Budget
1. DFR Budget

DFR has attempted to meet recruiting goals despite falling advertising budgets.
ADF marketing and media budget for FY10-11 was forecasted to be $36 million, which
represents a reduction of $4 million from FY09-10 (Defence Force Recruiting 2010b). During
FY09-10 the total advertising and marketing budget was $40 million, of which $27 million was
spent on advertising (Defence Force Recruiting 2010b). Table 1I-4 breaks recent marketing
expenditures into phases that involve establishing, building, and maintaining the brand.
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Table 1I-4. DFR Total Marketing Expenditure: 2006-2011

FY06-07 Pre current brand strategy $38.3 million
FY07-08 Foundational phase $49 million

FY08-09 Building phase $51.5 million
FY09-10 Maintenance phase $40 million

FY10-11 Maintenance phase $36 million (forecast)

Table 1I-5 shows ADF media expenditures for the six-month period of February to
June 2011. While the table reflects only six months, it provides a sense of the relative
expenditures across media channels.

Table II-5. ADF Proposed Media Expenditures for Six Month Period (Feb—Jun 2011)

Television $4,855,794
Activations * 1,970,000
Digital 1,597,527
Radio 617,940
Out of Home * 291,150
Cinema 250,000
Magazines 142,449
Newspapers 96,368
Total: $9,821,227

*Activation refers to brand-consumer interactive platforms; Out of Home media includes billboards and signage.

(Defence Force Recruiting 2010c)

Currently (2010), DFR concludes it is unable to identify other ways to cut media
expenditures while still achieving recruiting success. Brand advertising requires reinforcement
over time or risk brand erosion. The DFR feels that the ADF brand is already eroding, due to
recent advertising budget cuts. Similarly, the ad agency, Universal McCann, feels that the
current (FY10-11) level of funding is a bare minimum (Defence Force Recruiting 2010b).

2. Navy Budget

During FY2011/12, the Navy’s portion of the overall DFR campaign media budget
is expected to be about 30%. Table 1I-6 shows the Navy’s estimated media budget for 2011.
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Table lI-6. Navy Campaign Media Budget FY2011/12 (estimated) in Australian Dollars
Type Expense Explanation
Media Total $5,000,245 Universal McCann purchases
Foundation $4,000,000
Activation $1,000,245
Production Total $600,000 Tactics and estimated costs
Service $520,000
Sprint $80,000
Digital Production $200,000 Tactics and estimated costs
Printing $200,000 Collateral Ad materials
Alliances/Sponsorships $405,000
ASRL/GBSM Naming rights sponsorships
Leverage Materials Promotion, prizes, merchandise, etc.
TOTAL $6,405,245
(Defence Force Recruiting 2011)
A summary of the Navy’s actual advertising expenditures in 2008-09 is shown in
Table I1-7.
Table II-7. Navy-Specific Advertising Expenditures 2008-09 ($ millions)
Advertising

HMA Blaze Pty Ltd

Universal McCann Australia

Navy Newspaper
Media Advertising

Universal McCann Australia

HMA Blaze Pty Ltd

Spatchurst Design Associates

Pty Ltd
Total Navy

$68,235
24,920
32,356

92,560
20,840

20,826

259,737

Recruitment advertising
Recruitment advertising
General advertising

Advertising - Fleet Air Arm Museum &
RAN Heritage Collection
Advertisement placements including
dissemination fees

Advertising - Fleet Air Arm Museum &
RAN Heritage Collection
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V. IMPLEMENTATION OF STRATEGY: MARKETING AND ATTRACTION PROGRAMS
A. Attraction Initiatives

Defence Force Recruiting (DRF) and Navy Marketing have developed several initiatives
based on the ADF Recruiting Strategic Plan and in the Navy Marketing Plan. These initiatives
were designed to generate awareness of and attraction to ADF and Navy careers.

Initiatives to attract women:
Efforts to attract women address the reason many women do not choose the ADF as a

career. “Worries about raising a family are only one reason women don't enlist. They were
more likely to second-guess what life would be like in the military and the aim is to counter a
lack of knowledge about life in the ADF by connecting civilians with women in uniform” (Farr
2009). To generate awareness of the ADF among women the DFR has launched several specific
initiatives. The “Women in the ADF” website provides a link to a “Frequently Asked Questions”
page for women interested in ADF service. The women’s micro-site presents stories that profile
ADF women and offers a view of their lifestyle in the military. The DFR has also tried to increase
the number of women recruiters, based on research that women are the best at recruiting
other women (Australian Department of Defence 2008).

In an effort to connect with women, in 2006 DFR bought sponsorship of the Women'’s
National Basketball League (WNBL), including Australia’s national team, the Opals. The
sponsorship was timed to promote the launching of the defencejobs website. This effort
attempted to project the ADF brand before fitness-minded Australian women in the target age
group and promote the services as an attractive employer (Australian Minister of Defence
2006).

The Royal Australian Navy has made strides to increase female representation among its
members. The Navy has its own specific link under the “Women in the ADF” website. The Navy-
specific website provides a testimonial-style video of a female medical officer, as well as several
print and picture description/testimonials of a female officer and female enlisted Navy
member.

Initiatives to attract technical skills:
ADF recruiting strategy specifically addresses recruiting to fill shortages in technical

skills. One initiative involves collaborating with job seeking networks established through the
Department of Education Science and Training (DEST) and the Department of Employment and
Workplace Relations (DEWR) to promote careers in the ADF trades. The government
employment organizations have networks to help place youth in jobs, apprenticeship programs,
and technical courses. The ADF pays these organizations to help redirect technically minded
youth into the ADF (Army News 2007).
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Part of the marketing plan is for recruiters to encourage youth ages 16 to 17 to obtain
technical training in civilian institutions, and instill in these youth the goal of joining the ADF
technical trades when they reach enlistment age. The recruiters are to impress upon these
youth that after completion of two years of technical training they can complete their training
in ADF schools or on the job. The goal is to position the ADF as the “the preferred employer for
those considering a trade” (Army News 2007).

Initiatives to attract Indigenous, Aboriginal and other culturally diverse persons:
DFR is reaching out to Indigenous Australians, who represent only about 1.4% of the

ADF. There is a micro-site on the ADF website for Indigenous persons. The website includes a
history of Indigenous contributions to Australian defence, job and study opportunities for
Indigenous peoples, and links to Indigenous-specific support programs in the ADF. Marketing
efforts aim to improve the perception of the ADF and to help ease concerns regarding
transition into the military. A range of programs help build positive perceptions of life of an
Indigenous ADF service member including the Defence Aboriginal and Torres Strait Islander
Network (which provides mentorship), observance of a variety of cultural events in the ADF, the
presence of Indigenous recruiters, and a high-level panel of ADF leaders tasked with monitoring
Indigenous progress in the ADF. One interesting initiative is the ADF Ambassador Program, in
which the ADF partners with prominent Indigenous Australians (such as famous athletes) who
serve as ‘ambassadors’ to Indigenous communities for the ADF. Another initiative is the eight-
week Indigenous Pre-Recruitment Course, designed to help prepare Indigenous Australians for
the ADF recruiting process.

DFR also makes concerted efforts to attract Aboriginals and other persons with
culturally diverse backgrounds, including the many second- or third-generation immigrants. A
recent advertising campaign directed towards the Indian and Arabic communities included print
ads in cultural newspapers with testimonials from the military members from these
communities (Australian Defence Force 2011).

The ADF Youth Connection Program is an initiative designed to raise community
awareness of the ADF and its job opportunities. This program recognizes achievement in youth
in Years 10, 11 and 12 by presenting them with leadership and teamwork awards, including
cash prizes and a certificate of commendation. This program seems to be successful, as nearly
two-thirds of all Australian secondary schools have registered for the program. The Youth
Connection Program also involves a program of motivational speakers and various multimedia
resources designed to spark interest and discussion about the military among this youth
audience (Hawke and Gorny 2006).

Navy-specific Initiatives:
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Efforts to raise awareness of the Navy include Navy Community Engagement Program
and several sponsorships and alliances. DFR (on behalf of the Navy) has sponsored the
Australian Surf Rowers League (ASRL), which annually holds a series of high-profile surfboat
competitions for men and women. In recent years the Navy obtained the naming rights, which
provide a platform to leverage popularity and image of the event with the target market. The
ASRL is considered a positive “Aussie icon” and the ASRL image is that of young, healthy
Australians working as teams on boats and caring for the environment. The demographic profile
of the ASRL closely matches that of the Navy’s target market. The Navy’s objectives include
building brand exposure among the target market, affiliating with an organized sport that
reflects healthy, fit 18 to 34-year olds, and engaging with the target market at the local level
(Defence Force Recruiting 2011).

Navy sponsorship of the ASRL is considered to be a success. The overall target market’s
propensity to join the Navy is about 22%, lower than that of the other services, whereas ASRL
participants display a 59% propensity to join the Navy, higher than the other services. The Navy
further leverages this alliance with a related Facebook page which was open during the
competition and which is credited with boosting traffic to the Navy website during those
periods. Navy Marketing estimates that media coverage of the ASRL events provided Navy
brand coverage to about 6.5 million people, resulting in a cost-effective advertising investment.

Navy Marketing also acquired naming right sponsorship on behalf of the Navy for the
George Bass Surf Boat Marathon (GBSM) since FY2007/08. This marathon, held every two
years, showcases the men’s and women’s world champions and is held in New South Wales.
Through its sponsorship, the Navy seeks to increase brand awareness and promote the
message that the Navy is a “worthwhile organization where people work in teams to achieve
amazing things” to the top tier of the target market. This alliance also gives Navy an
opportunity to engage in a region, New South Wales that has traditionally been a productive
recruiting area for the Navy.

DFR investments in the Navy alliances with the ASRL and GBSM build off the ongoing
base of Navy advertising. Through an array of event media coverage, merchandise and
promotions the Navy brand is communicated directly to the desired audience (Defence Force
Recruiting 2011).

The Navy Community Engagement Program (NCEP) offers a chance for community
members to meet and personally interact with Navy personnel to learn first-hand about Navy
life. This program seeks to communicate that the Navy is a vital element of the national
defence. The NCEP brings the Navy to the people via presentations to schools, business and
community groups, ship visits, career fairs, naval ship or facility ‘open days’, sporting events,
and displays at public events (Royal Australian Navy 2010). Two other Navy-specific initiatives -
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The Navy Marketing and Service Branding initiative and the Navy’s participation in the GAP Year
Program - are discussed elsewhere in this report.

Incentive and Direct Entry Programs:
Incentives and targeted direct entry programs are tools to attract certain market

segments and to help fill occupational shortages. The DFR promotes the ADF’s educational and
financial incentives to women, minorities, Indigenous Australians, skilled candidates, as well as
to the general market. While Indigenous Australians may join the ADF through the regular entry
channels, the ADF encourages this group to follow a more gradual, transitional entry from
civilian life into the military by means of the Regional Force Surveillance Units (RFSU) or by
means of starting in the reserves and then transitioning to active duty. In fact, nearly half of
some RFSU units are comprised of Indigenous members (Defence Magazine 2009).

One goal of marketing to the Indigenous market is to promote the many ADF-
sponsored educational opportunities and trades and apprenticeship training, as well as the ADF
GAP Year program. In addition, the DFR promotes the Indigenous Cadetship Program and ADF
scholarships to schools with high Indigenous enrollments. To attract technically skilled recruits,
the ADF offers educational incentives, including Defence Technical Scholarships.

The Australian “Gap Year Program” addresses the recognition that the traditional
continuous 20-year career could be varied somewhat to increase appeal to join. While an ADF-
wide program, GAP program accepts applications for candidates for a specific service. This
program offers youth, who have finished year 12 (or equivalent) within the previous two years,
to experience continuous military training and lifestyle before going on to study or a selected
career. It provides recent school-leavers with a salaried, one year work experience program in
the Navy or Army, rather than a long-term career commitment. This shorter-term incentive is
designed to address the Gen Y’s reluctance to enter into the military’s traditional notion of
lifetime-service (Callahan 2009).

Navy candidates in the GAP Year Program are trained to be Sailors (General Entry), but
may later be considered for Officer and General Entry (enlisted) programs if, after completing
their Gap Year, they enter the military. The Gap Year Program is considered competitive and
does not offer candidates a guarantee of continued employment with the ADF beyond the 12-
month Gap Year. The Navy does not require its Gap Year candidates to actually complete the
12-month program; they are allowed to resign from the program at any time. The Gap Year
program appears to have been successful in recent years, with many more applicants than
spots in the program. While considered a fairly small program, it appears to be a cost-effective
program for the Navy as it has a conversion rate of about 25-30%—better than that of the
other services’ Gap Year programs. However, the RAN does not know how many of the Navy

33



Gap Year Program participants who enlist would have enlisted anyway, regardless of their
participation in the program (Australian Defence Force 2011).

The Navy also offers direct entry programs, which allow enlisted recruits with specific
skills to ‘fast-track’ into a community, bypassing the lengthy A-school-equivalent training and
jumping directly into specialty training. For example, the Navy offers such a program to attract
skilled recruits into its submarine community. Under the normal training pipeline, it takes
approximately three and a half to four years for a new recruit to become qualified in the
submarine community. However, under the direct entry program, a qualified recruit could
achieve qualification in only 18 months (Australian Defence Force 2011).

The ADF Cadet program is an important source of recruits. As mentioned above, the DFR
recognizes that cadets are already interested in the ADF, so this ground is relatively easier to till
than other youth market segments. The ADF recruiting framework for cadets includes providing
the cadets with ADF career information, such as motivating DVD testimonials of real-life ADF
members who were Cadets (Hawke and Gorny 2006).

DFR is interested in widening their candidate pool as much as possible. One initiative,
the Alternative Educational Entry Scheme (AEES), is designed to attract candidates who might
not possess standard educational credentials. This effort aims to widen the applicant pool to
candidates who might not possess certain Year 10 or Year 13 credentials (such as some older
candidates or those who were educated outside of Australia). Such candidates’ educational
qualifications can be evaluated through nationally comparable tests, to determine if they
possess the equivalent education level required for enlistment.

While DFR does not design the service-specific incentives, it is considering changing the
package ADF offers to the target market (ADF Information 2011). Currently, the initial minimum
service obligation is four to six years for enlisted. But GEN Y Studies show that this generation
likes flexibility and might not want to lock themselves in for up to a six year commitment. DFR is
commissioning research into attributes of the target market to find out what appeals to them
and which “packages” they like. DFR has challenged the services to try to remove some
elements of the 1950’s style employment model (Australian Defence Force 2011).

The ADF is also making efforts to entice separated members with desired skills. An ADF
‘alumni program’ helps the services stay in contact with separated members. A ‘re-entry
program’ is designed to absorb certain separated members with critical skills back onto active
duty, and place them at a level commensurate with their civilian experience gained since
leaving the military (Australian Defence Force 2011).
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B. Recruiting Process Improvements

In addition to addressing external marketing efforts, DFR is trying to make the
recruitment process a more efficient and positive experience for candidates. Particular focus is
on attempts to shorten the recruitment process and increase the conversion rate (Hawke and
Gorny 2006). One of the 2006 R2 initiatives addressed creation of a new recruitment model
that would be more candidate-focused and would reap economies of scale through a
centralized, streamlined system of processing applicants (Noetic Solutions 2010). One result of
this initiative was establishment of a Candidate Relationship Management Center in
Melbourne, which houses various administrative processes.

The Navy recruiting process benefited from recent efforts to shorten the recruiting
process timeline and to remove candidates deemed unlikely to successfully complete the
process. Candidates who are in the often lengthy “recruiting pipeline” have started the process
but have not yet signed a Letter of Offer. DFR recognizes that a shorter waiting period is
important to the now fewer number of Navy candidates in the recruiting pipeline, as employers
in the labor market increasingly compete for job candidates (Defence Force Recruiting 2011).

Another recruiting process-related effort involves ‘data-mining.” The DFR has developed
an ‘enquiry management’ capability within its website; this capability allows interested visitors
to build a relationship with recruiters before they formally enter the recruiting process. This
feature helps interested persons learn about ADF jobs, so they are better prepared candidates.
It also allows persons to provide information about themselves, which helps recruiters to ‘data-
mine’ candidates (Defence Force Recruiting 2010b).

DFR has established several recruitment cells that focus on critical skills (e.g., medical,
engineering, and technical trades). These cells make direct contact with influencers in the
educational arena to promote the ADF as an employer of choice. The ratio of uniformed
members to civilian recruiters is higher in these specialist recruiting cells (Defence Magazine
2008). The ‘rapid response’ capability is intended to move candidates who are eligible for
critical jobs through the recruiting pipeline in more quickly in hopes of increasing the
conversion rate into these occupations (Defence Force Recruiting 2010b).

The FY2011/12 marketing strategy also addresses the need to further synchronize the
DFR national marketing efforts with those of the regional marketing and advertising functions.
For instance, DFR National Marketing will communicate plans for upcoming national campaigns
to the Regional Advertising Coordinators to allow them to leverage the national efforts locally
(Defence Force Recruiting 2011).
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V. MEASURING EFFECTIVENESS

DFR uses a variety of metrics to assess the impact of marketing on recruiting outcomes.
These metrics include: the number of enquiries, the number of applications, the level of traffic
to the website, analysis of the recruiting pipeline, the conversion rate, propensity, advertising
awareness, the impact of advertising on the decision to consider, the correlation between
media spending and enquiry rates, and marketing expenditures per recruit (Defence Force
Recruiting 2011; Defence Force Recruiting 2010b). In addition, advertising brand tracking and
other studies provide information to help determine effectiveness of advertising.

Evaluation of effectiveness is conducted both internally and externally to DFR. ADF
conducts a variety of workforce analyses to support its human resources strategies, including a
Defence Human Resource Metrics System (launched in 2009) “providing, in electronic
dashboard form, a variety of HR measures to monitor and enhance policies and initiatives”
(Australian Department of Defence 2009c). Advertising effectiveness analysis is conducted by
the Market Research group, which conducts pre- and post- studies and other analyses
(Australian Defence Force 2011).

A. Metrics
1. Number of Enquiries

The number of enquires is a key performance indicator as it reflects the success
of ad campaigns in attracting potential candidates. At the beginning of each fiscal year, an
estimate is made of the number of enquires required to achieve the target, based on the
historical conversion rate. In FY2010/11, for example, it was determined that 47,792 enquires
were required to achieve the target of 5,158 Tri-service accessions (Defence Force Recruiting
2010b). For Navy the FY2011/12 target is 7,570 enquiries (Defence Force Recruiting 2011).
Enquiries are calculated for each specific job, are reported monthly and are tracked against
annual enquiry targets, conversion rates, enquiries required and year-to-date enquiries. Figure
II-4 illustrates enquiry tracking for one Navy job over 12 months.
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Figure lI-4.  Navy Enquiries for GE Full Time Marine Technician at 16 May 2011 (Defence
Force Recruiting 2011)

Tracking helps Navy make marketing decisions. In addition, the number of
enquiries serves as an on-going report card of investment in advertising, as there is a lagged
correlation between media activity and advertising and the number of enquiries. Figure 1I-5
below illustrates this correlation.
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Figure II-5.  Navy Enquirers and Media Spend for 2010/11 at 16 May 2011 (Defence Force
Recruiting 2011)

As indicated above, during 2009-10, the media spending per enquiry was about
$413 compared to $361 in 2010-11.

2. Applications and Pipeline Analysis

DFR monitors the applications pipeline—particularly the number of applications
and candidates. As mentioned earlier, DFR categorizes inquiries as either ‘passive’ or ‘active’.
DFR finds that about 20% of passive inquires advance to active inquiries (Defence Force
Recruiting 2010b). Analysis tracks the number of candidates in the Navy pipeline against job
targets, year-to-date enquiries and the shortfall (if any) in enquiries. An enquiry shortfall for a
specific job could be addressed by increased marketing activity, such as efforts to move passive
enquirers toward the application phase or by redirecting candidates for a non-shortage job
toward a job facing an enquiry shortage (Defence Force Recruiting 2011). Table 1I-8 displays a

III

pipeline analysis for a set of Navy jobs. The “enlist shortfall” column reveals three jobs to which

immediate marketing efforts may be directed.
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Table I1-8. Pipeline Data GE Non Tech at 16 May 2011 (Defence Force Recruiting 2011)

DFR also uses the candidate pipeline as an indicator of recruiting success and of
potential service-specific recruiting problems. While the in-year (FY10/11) and future (FY11/12)
recruiting targets are lower than in previous years, some trends in the pipeline raise concerns
over the ability to meet these targets. Table 1I-9 illustrates the downward trend in requirements
from FY04-05 to FY10-11.

Table 1I-9. Applications by Service

FY 04/05 05/06 06/07 07/08 08/09 09/10 10/11
4161 4796

ARMY 12412 11705 12535 11379 13718 15543 6237

RAAF 3413 3915 3968 3ro7 4594 3987 1153

ADF 19042 18588 20331 18484 22473 24326 9122

(Defence Force Recruiting 2010b)
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3. Website Traffic

Another indicator of the success of the Navy advertising efforts is viewer traffic
to the Navy website. While an enquirer can enter the pipeline in a variety of ways, a large
percentage of candidates first enter the process through the DFR’s Navy website. DFR tracks
not only ‘hits” on the website, but also time spent on the website. Factors like the seasonality
and the level of media spend are found to be correlated to website traffic (Defence Force
Recruiting 2011).

4, Conversion Rate

Like other AVF recruiting organizations, DFR uses a conversion rate to help
understand the dynamics of the advertising-to-enlistment process. The DFR ‘backwards plans’
its advertising program, by first identifying the in-year and projected future accession target,
which is driven by the application rate, which is driven by the enquiry rate. The DFR finds that
advertising, especially TV advertising, is the primary driver of enquiries. This process is captured
in the conversion rate, which DFR defines as, “the ratio of: enquiries to attendance at a YOU
[Your Opportunities Unlimited] session; to applications; to letters of offer; to
enlistment/appointment” (Defence Force Recruiting 2010b).

5. Correlation between Media Spend and Enquiry Rates

Figure 1lI-6 shows the positive correlation over time between advertising
spending and enquiries. The chart also shows an approximate one-year lag between advertising
spending and subsequent enquiries. The correlation between advertising, enquiries and
applications is closely measured by the DFR and is used to assess recruiting achievement.

There is a lag-effect of advertising on applications. DFR uses advertising to pull
candidates into the pipeline to fill jobs more than six months after the advertising effort.
Understanding this lag effect is important in scheduling advertising, since some ADF
occupations only accept accessions once or twice a year. Hence, DFR must schedule advertising
at certain times to produce the desired impact later (Defence Force Recruiting 2010b).
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Figure II-6.  Correlation between Media Expenditure and Enquiries (FY98—99 to FY08—09)
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6. Cost of Marketing per Recruit/Contract

Another metric used by DFR to assess marketing is the cost of marketing per
recruit or per contact. During FY2009/10, 24,326 ADF enlistment applications were submitted
and 8,971 persons actually enlisted (Defence Force Recruiting 2010b). DFR reports that $26,
975 million was spent on campaign advertising in FY2009/10, resulting in an advertising cost
per recruit of $3,007.

B. Other Research Efforts and Studies

DFR employs a variety of research to gauge the effectiveness of marketing efforts,
including internal research on advertising awareness, propensity, and brand tracking.

1. ADF Market Research (Impact of Advertising on Propensity)

The ADF conducted the “Defence Personnel Environment Scan 2025” in 2006, as
well as a “Defence Attitude Survey” in 2008 to help identify the reasons personnel choose to
stay or leave the ADF (Vass 2007). The Defence Personnel Environment Scan 2025 raised a
number of issues that impact recruiting and DFR took these issues into consideration when
developing its subsequent recruitment strategy.

DFR has found that using test media markets has helped it understand the
spillover effect of each service’s advertising on the other services. Test media markets have also
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helped DFR understand the impact of specific media channels, as well as that of different
combinations of channels. Based on this research DFR has transitioned from an advertising
approach where each service scheduled advertising independent of the others, to a ‘tri-service
media scheduling’ approach, in which the three services’ advertising schedules are coordinated.
DFR has found that combined-scheduling reduces overall media spending (Defence Force
Recruiting 2010b).

The ADF regularly monitors the general propensity to enlist among its target
market. This research provides insight into the influence of advertising on people’s interest in
an ADF career. A 2010 survey on advertising impact found that advertising influenced 28% of
respondents “a lot more’ to consider military careers and influenced 55% either “a lot more” or
“a little more.”

The Directorate of Strategic Personnel Policy Research conducted Longitudinal
ADF Study Evaluation Research (Project LASER). This project surveyed members of the ADF at
four career points: enlistment, initial training, completion of their Initial Minimum Period of
Service, and separation from the ADF. The 2008 (Tri-service) cohort claimed that TV advertising
was the second most important influence (28.1%) on their enlistment decision. Those in the
2008 cohort who joined the Navy also felt TV advertising was a top influencer (22.1%).
Interestingly, while the 2009 cohort again ranked TV as their second most important influence
(27.5%), the 2009 cohort of Navy enlistees cited TV as the most important influence (35.4%).
The most current results show that ‘the opportunity to travel’ is the top reason people choose
to join the Navy. This is considered a result of the decision to make ‘Navy lifestyle’ one of the
pillars of Navy advertising (Defence Force Recruiting 2010b).

2. Advertising/Brand Tracking Studies

Since the advent of service-specific brands in 2007 DFR has attempted to
measure the effectiveness of these branding efforts. Advertising and Brand Tracking Studies are
conducted to measure the impact of advertising and to forecast service brand health. Navy
Marketing is particularly interested in tracking how well the advertising is succeeding in
correcting the misconceptions of the Navy held by the target market. DFR conducts a monthly
online survey of 350 respondents comprised of 15 to 24-year olds. The survey results track
positive and negative aspects of each service’s brands, as well as reasons why respondents
might or might not consider joining the armed forces (Defence Force Recruiting 2011).

3. Digital and Mobile Media Advertising Tracking

DFR’s advertising agency, Universal McCann, tracks several metrics that reflect
effectiveness of its digital advertising. These metrics include the number of impressions, clicks
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and passive enquiries, the cost per click and the cost per passive enquiry. Data is tracked for
every digital ad, from banners to ads on catch-up TV. Analysis of the metrics helps inform
decisions regarding cost, site placement, timing, and comparative analysis of different DFR
advertisements (Defence Force Recruiting 2011).

Another external company, Google Analytics, informs DFR about how visitors
find and are directed to the defence website. This analysis helps DFR understand which online
referring tool (such as search engines, display advertising, pay-per-click networks, or direct
emails) are most effective in steering visitors to the website, thus increasing the website traffic
rate. The digital advertising tracking analysis also helps DFR make cost decisions about and
improvements to the website (Defence Force Recruiting 2011).

DFR also conducts analysis of SMS response to ads on mobile channels. DFR ads
present SMS codes so interested viewers can connect directly to a specific defence website
promoting priority jobs. Tracking of SMS responses to ads helps DFR measure the impact of the
ad, as well as characteristics of responder (Defence Force Recruiting 2011).

4. Other Attempts to Measure Effectiveness

DFR considers it more difficult to measure the effectiveness of what they call the
“softer” efforts, such as the “Youth Connection Program.” In this program, youth receive an
award for leadership at their school. Another example of a “soft” program is the “Defence
Technical Scholarship” program. This scholarship, which can be worth several thousand dollars,
is awarded to youth who desire to enter a skilled trade. These youth are given a tour of military
people working in trades. This effort has been well received by the schools, as it encourages a
segment of youth who normally do not receive much encouragement to pursue careers as
tradesmen. DFR stresses that much of the public does not realize that a person can be a
tradesperson in the military. The Defence Technical Scholarship program allows DFR to market
both generally (military) and specifically (job) simultaneously (Australian Defence Force 2011).

C. Implementation Plan for Monitoring Methods

The effectiveness of many of the Navy’s marketing activities is measured by several
monitoring methods. Table 11-10 lists the currently planned marketing activities and their
corresponding monitoring methods.
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Table 11-10.

Navy Marketing Activity

ASRL Alliance

ASRL Editorial Support Complete

ASRL Consumer Promotion Complete

ASRL Consumer Promotion Prize
ASRL Merchandise
George Bass Surfboat Marathon (GBSM)

GBSM
Merchandise

Brochure updates
Submariner Facebook Chat

Brochure & DVD reprints

Tech Trades Material (press, radio)
Navy Officer Material (radio, online
banner, press)

Tech Trades Media Activation Creative
Material

Navy Combat Console (press, EDM,
radio, online banner)

Team Works DVD Upgrade Navy

TVC 15sec TVC cut downs for preroll
Hospitality material (press, EDMs,
radio, online banners)

Navy Tech Trades Webinar

Media (Universal McCann)

Marketing Activities and Monitoring Methods for FY2011/12

Monitoring Methods

Brand health tracking, media Advertising Equivalent
Value (AVE), Consumer Promotion, Defencejobs
Survey

AVE, Media monitor reports, brand health tracking,
Defencejobs Survey

Reach, brand health tracking, Careers Promotion
Team (CPT) leads

As per ASRL Consumer Promotion

Brand exposure

Reach, brand health tracking, CPT leads, media
coverage

Reach, brand health tracking, CPT leads
Poscat monitoring of dispatch to
regions
Number of participants, passive to active conversions,
type of questions asked
Poscat monitoring of dispatch to regions
Enquiries, applications, Adcorps tracking
Enquiries, applications, Adcorps tracking

Enquiries, applications, brand health, ad agency
campaigh measurement
Enquiries, applications

Feedback from DFRCs, Poscat monitoring
of dispatch to regions

Ad agency campaign tracking report
Enquiries, applications, Adcorp tracking

Subscribers, passive to active conversions,
applications, types of questions asked
Brand health tracking, UM digital tracking,
enquiries, applications

(Defence Force Recruiting 2011)
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D. Effectiveness of Recruiting and Marketing Strategies

Each advertising campaign has specific objectives, reflecting the requirements and goals
of the Navy. Advertising campaigns are evaluated with respect to how well they meet their
stated objectives (Defence Force Recruiting 2011).

While it appears that overall ADF recruiting goals currently are being met (2010), it is
unclear whether recent recruiting efforts have produced the desired results. Figure 1I-7 shows
that recruiting decreased in 2009, despite increases in advertising, unemployment, and
inquiries (Berkovic 2010). While 2010 appears to have ended on an optimistic note, as the
recruiting target was met, the ADF—and even more so, the Navy - is still struggling to attract
high qualify recruits.

Figure lI-7.  Trends in Enlistment Factors, 2006—-2009

(Berkovic 2010)

VI. SUMMARY, CONCLUSIONS AND IMPLICATIONS

The ADF has faced significant challenges in meeting its enlistment goals. The recent
increase in force size—a recovery from a sizable earlier force reduction—combined with a high
separation rate have accentuated these challenges, as the ADF strives to acquire sufficient
qualified recruits.

Unlike the other AVF nations, Australia enjoys a relatively healthy economy and low
unemployment rate, which has placed the ADF in stiff competition with other employers. As an
aging force, the ADF must actively recruit to maintain a healthy balance of younger and older
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members. Compounding this factor is the overall aging of the Australian population, which is
shrinking the proportion of persons in the recruiting target market.

Australia’s population is changing steadily with minority groups being forecasted to
comprise an increasing percentage of the population. The ADF does not reflect the ethnic
diversity of the country and faces challenges in becoming an attractive career choice for
minority youth. In addition, the ADF struggles to increase representation of women in its ranks.

Similar to other AVF nations, Australian youth have low awareness of the ADF and a low
propensity to join the military. Australia must recruit Generation Y members who are
technically savvy, desire teamwork and relevance, and are reluctant to make long-term
commitments. The health and lifestyles of youth (reflected in a relatively high incidence of
obesity and diabetes) shrinks the pool of interested applicants who can meet the military’s
physical standards.

The ADF has an increasingly strong demand for skilled recruits, such as engineers and
technicians. The Navy, in particular, has critical shortages in its technical fields. The ADF is
currently meeting its overall recruiting goals, but suffers from “workforce hollowness” due to
numerous critical job vacancies.

ADF recruiting is performed jointly by Defense Force Recruiting (DFR), which is
comprised of military and civilian personnel. Unique to Australia, DFR out-sources the bulk of its
recruiting force. The civilian firm provides start-to-finish recruitment functions, including
marketing and promotion, as well as candidate screening and hiring.

Development of marketing strategy is largely driven by: 1) the Defence White Paper
2009, which projects the needs of the military to the year 2030 and includes several long-term
recruiting-related objectives to meeting future needs, and 2) the Defence Strategic Workforce
Plan (DSWP) 2010-2020, which describes how to attain the workforce required for the
capabilities of Force 2030. The ADF Recruiting Strategic Plan 2007-2017 (Australian
Department of Defence 2007a) is based on three overarching strategic objectives: to
strengthen the ADF employment offer; to clarify the ADF brand, and to target specific groups.
The strategy specifically targets technically skilled youth, Indigenous and culturally diverse
Australians, and women—as well as influencers of these groups.

ADF recruiting strategy is translated into action at different levels. ADF-wide awareness
and branding are built by national advertising campaigns. The individual services communicate
service-specific opportunities and slogans through national and regional advertising, as well as
through print and digital media. Job-specific advertising is conducted through ad campaigns, as
well as via outreach efforts. The ADF seeks to establish itself as an “Employer—of-Choice” by
advertising the benefits and rewards of an ADF career. Advertising is designed to meet the
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desires and needs of the Gen Y market by, for instance, promoting ADF teamwork and job
relevance, as well as informing the audience on job responsibilities, training opportunities, and
providing real-life glimpses into lives of ADF members.

Service-specific brands were introduced in 2007 in response the ADF’s desire to increase
the target market’s understanding of the unique features of the different services and to allow
each service to position itself to best promote and attract to its own career opportunities. The
objectives of the Navy’s own one-year marketing plan are to improve recruitment to Navy
priority jobs, to build the target market’s propensity to consider a Navy career, to strengthen
the Navy brand and to increase the conversion from the enquiry to the application phase.

The Navy seeks to correct the market’s misperceptions of Navy jobs as boring and
isolating. The Navy’s taglines, Navy: The Team Works and Be Part of Something Bigger, reflect
its basic position statement, “People work in teams to achieve amazing things.” Communication
efforts focus on providing the public with an accurate understanding of what the Navy does and
what opportunities it offers. The Navy strategy has a three pronged approach. Brand
positioning involves the “All Navy” brand as well as unique brands for each of the main career
categories. The second element, job specific communications, focuses on attracting candidates
into the Navy’s priority jobs. Thirdly, a Consumer Relationship Management effort strives to
help passive enquirers progress to the application stage.

The ADF media mix encompasses television (the largest expenditure by far), as well as
digital, radio, cinema, print, and other media. One recent change to media strategy reflects an
attempt to maximize results from a limited budget. The media strategy previously followed a
‘burst’ sequence, in which high weights of advertising are concentrated over relatively short
periods. The media strategy now has transitioned to a ‘continuity’ approach, in which lower
weights of advertising are sustained over a longer period of time. The new approach allows for
television presence for 40 weeks a year, whereas under the ‘burst’ approach, the television
presence was only 18 weeks per year. Digital media, which is relatively less expensive than
traditional, mainstream media, has become an increasingly important part of the media
strategy. DFR has pursued various cost-cutting advertising measures and concludes that
advertising is currently at a bare minimum level and should not cut further.

The Navy’s media strategy involves three tiers. Foundation media efforts foster joint, tri-
service continuity across the Navy, Army and Air Force. Navy-specific media activation attempts
to generate deeper levels of Navy-audience engagement to particularly increase knowledge of
and attraction to the Navy Technical Trades careers; the focus of the Navy’s current media
efforts is on this Technical Trades campaign. The third communications tier portrays the ADF as
the employer of choice in efforts to complement the single service branding.
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The Navy is expected to represent about 30 percent of DFR’s campaign media budget.
The media mix reflects DFR and Navy Marketing’s realization that media consumption habits
are changing. Television and other wide-reaching media are employed to raise awareness and
encourage enquiries. DFR also increasingly uses digital and internet-based applications,
particularly in ways to generate audience engagement. All ads attempt to lead the audience to
the ADF. As in other AVF nations, the website is a key to marketing efforts in terms of informing
the audience of opportunities in the military, and also as a means of connecting with Gen Y.

DFR has developed and implemented a number of marketing initiatives to achieve its
strategic objectives. To attract women, the aim is to inform women about the reality of life in
the ADF, to correct misperceptions, and to allay concerns about military life. A “Women in the
ADF’ website offers real-life profiles of female members and conveys information about
opportunities.

DFR has a variety of efforts to increase awareness and interest among Indigenous and
other minority groups. Particular focus is on building positive perceptions of the ADF and to
promoting ethnic culture in the ADF. One initiative is the eight-week Indigenous Pre-
Recruitment Course, designed to help prepare Indigenous Australians for the ADF recruiting
process. The ADF Youth Connection Program attempts to raise community awareness of the
ADF and its job opportunities by recognizing achievements of 15—-18 year olds, as well providing
motivational speakers to events.

The ADF appears to employ both job-specific and target market-specific approaches on
its website. There is a recruiting website, which emphasizes and profiles specific jobs, as well as
individual micro-sites customized for women, indigenous persons, and incentive programs, as
well as a games site. Promotional campaigns are launched over the internet, as well as mobile
phones, to reach the Gen Y target market.

Similarly, service-specific websites offer job-specific information, as well as more
personal, real-life slices of military life. The Navy has a link for women under the Women in the
ADF website, which is designed to meet the needs of the GEN Y market. The Navy has a Navy
Lifestyle website, which offers viewers ‘behind-the-scenes’ glimpses into the Navy. The website
offers 3D models of ships, including ship tours and videos of ship operations, and interactive
military-related games, such as the two-player, interactive ‘Extreme Battleships’ game.

The Navy Community Engagement Program (NCEP) raises awareness of the Navy by
offering community members a chance to meet and personally interact with Navy service
members. The Navy has also obtained naming rights sponsorships to two sporting events for
which the audience is closely aligned with the Navy’s target market.
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The ADF “Gap Year Program” is a unique program which is based on the idea that the
ADF traditional 20-year career could be varied somewhat to increase the appeal of the military.
It offers youth who have finished 12 years of schooling an opportunity to experience salaried,
military life for 12 months, without making a full-time career commitment. The Gap Year
program appears to have been successful, with many more applicants than spots available.
Moreover, the conversion rate of participants has been around 25-30%, which is a successful
outcome for the ADF.

DFR has established several recruitment cells focusing on critical job categories. These
specialist cells seek to contact with influencers in education institutions to promote the ADF.
The ‘rapid response’ capability is intended to move eligible candidates for critical jobs through
the recruiting pipeline quickly —in hopes of increasing the conversion rate into these high-
demand occupations.

DFR uses a variety of metrics to assess the impact of marketing and to assist decision
making. Specific metrics that DFR focuses on include: the number of enquiries, the number of
applications, the level of website traffic, analysis of the recruiting pipeline, the conversion rate,
the propensity to consider, the level of advertising awareness, the correlation between media
spending and enquiry rates and the cost of marketing per recruit.

Evaluation of effectiveness is conducted both internally and externally to DFR.
Advertising effectiveness is measured by the Market Research group, which conducts pre- and
post- studies and other analysis. Research efforts include surveys, modeling, and test media
markets. Australia launched a Human Resource Metrics System in 2009, which provides, in
electronic dashboard form, a variety of HR measures to monitor policies and initiatives.
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lll.  RECRUITING AND MARKETING STRATEGIES IN ALL-VOLUNTEER FORCE
NATIONS: THE CASE OF THE CANADIAN FORCES

. RECRUIT MARKET TRENDS AND RECRUITING CHALLENGES

The Canadian Forces (CF) attracts between 24,000 and 26,000 applicants annually—40%
applying for the Regular Force and 60% for the Reserve Force. About 8,500 to 10,000 of these
applicants enter the CF. The ratio of applicants to contracts is 2.5:1 (CRF Strategic Level
Guidance 2007, 10). Current recruiting goals are 10,000 Regular/Reserve recruits per year
(Grandmaison 2010). The Canada First Defence Strategy has established an end-strength of
70,000 Regular Force and 30,000 Reserve Force personnel by 2027-28 (Canadian Forces 2010a).

Although the CF is currently meeting its overall recruiting goals, it faces serious
challenges in manning the force, due to such factors as the retirements of baby boomers from
the military, a shrinking labor pool, and the growth of minority groups that are
underrepresented in the military (Padvaiskas 2008). The Canadian Navy in particular faces
difficult personnel issues including recruiting shortfalls, rising attrition, and overall manning
shortages. Over 50% of naval occupations are below the 90% manning level (Tanner 2011).

A. Demographic and Economic Trends

Canada’s aging population presents a challenge for CF recruitment. Canada currently
has a below replacement fertility rate of 1.66 (OECD 2010). While the Canadian population is
growing, this growth is driven largely by immigration (McCullan et al. 2009). However, the age
cohort of potential recruits is expected to decline as a proportion of the population.

In 2007, 50% of the CF was in the retirement zone, leaving a relatively small portion of
the CF in the 9-15 years of service range, which represent the most skilled and experienced
segment of the work force. To increase retention, the CF increased the mandatory retirement
age from 55 to 60 and changed the terms-of-service policy such that members were not eligible
for a pension (in some career paths) until after 25 years of service (rather than the traditional
20 years).

Canada’s multiculturalism presents a challenge in branding the CF (McCullan et al.
2009). Its population is comprised of Anglophones, Francophones, Aboriginals, and immigrants.
The foreign-born population comprises over 18.4% of Canada’s population, but the CF is not
representative of this diversity (Scoppio 2009). There are several challenges to improving
diversity. First, the CF does not recruit non-citizens due to problems of security clearances.
Also, some immigrant groups are unlikely to join because they fled countries with oppressive
military regimes. In general, it does not appear that many ethnic minorities view the CF as an
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employer of choice (Scoppio 2009). Also, the importance of education, family, and ethnic
identity limit the participation of immigrants and many minorities in the military (Jung 2007).
Moreover, the military ranks rather low among minorities as a career option

Figure 1ll-1 shows the “Demographic Timeline” for the recruitable population in Canada
(Department of National Defence 2002). The demographic timeline highlights the various
demographic factors, such as the birth rate, life expectancy, the labor force, and immigration
that affects the recruitable population between ages 15 and 29 as a percentage of the total
population. Figure IlI-1 shows that the portion of the population considered ‘recruitable’ is
expected to fall between 2010 and 2026.

Figure lll-1. Demographic Timeline

(Department of National Defence 2002)

A positive influence for recruiting is the recent record high unemployment in Canada
(Canadian Forces 2011a). “Of the ten Canadian provinces, a disproportionate number of new
recruits come from the four Atlantic Provinces, which traditionally have been economically
depressed” (McMullan 2009, 479). However, the continuing growth in college enrollments in
Canada continues to negatively impact CF recruiting (Canadian Forces Recruiting 2007, 3). In
addition, today’s Canadian youth has shorter-term career aspirations, which could also be a
challenge to enticing persons into a longer-term military career.
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Military propensity among youth appears to be low. Market research in 2002 found that
CF has a low profile as an employer and that only about one to five per cent of Canadians were
inclined to join the armed forces (McMullan et al. 2009, 480).

The increased demand for “high-quality” recruits to meet the CF's new focus poses
recruitment challenges. The Minister of Defence stated that “the concept of failed and failing
states [is] the organizing principle for Canada’s future foreign military operations.” The
implication is that the increased need for “high quality recruits” further shrinks the pool of
potential qualified enlistees (McMullan et al. 2009). As will be discussed later, the Navy, in
particular, needs technically skilled recruits.

There are differing views as to the recruitment effect of the Afghanistan war. McMullan
et al. (2009) claim it has a negative influence on CF recruiting. However, others feel that
Afghanistan is not a negative influence and suggest that navy recruiting appears to be
experiencing an unexpected “bounce” from the war (Canadian Forces 2011a). However, any
positive impact of the conflict might not be equally shared by the three services. “Through
media coverage the Army has been quite prominent in the public’s eye since Canada’s
involvement in Afghanistan began in 2002 (Canadian Navy Attractions and Recruiting Support
2010).

On the other hand, research indicates that many, particularly younger, Canadians
guestion Canada’s high-risk, combat role in foreign operations and are wary of Canada “allying
itself too closely with the United States” (McMullan et al. 2009, 481-2). Also, market research
indicates that an overarching problem is the CF is not considered to be the employer-of-choice
among most Canadian youth (McMullan et al. 2009).

B. Navy Recruiting Challenges

Many of the challenges to CF recruiting described above appear to be even more
pronounced for the Navy. The Navy’'s main challenges are a particularly low awareness among
the population, an unclear image and identity, and pronounced staffing shortages, particularly
in skilled and technical trades. The awareness issue is particularly challenging to recruiters.
While Canada has the world’s longest coastline, many Canadians do not perceive of Canada as a
maritime nation. The Navy’s presence is concentrated on the coasts, with little visibility in the
rest of the country. The Canadian Navy has dubbed its low public awareness “maritime
blindness” (Baute 2009). The image of the CF is a fighting force mostly associated with the
Army, not with the Navy. In fact, the CF overall does not have an awareness problem—it is
mainly a Navy problem (Canadian Forces 2011a).
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Compounding this low general public awareness of the Navy is the fact that the Navy
has a relatively low recruiting presence compared to the other branches. Of the over 700
recruiters, less than 10% are Navy personnel. Applicants are more likely to be in direct contact
with an Army recruiter—who may have very little knowledge of Navy careers.

The Navy is facing critical shortages in some occupations, most of which are technical
jobs. The source of the problem is the stiff competition in the labor market for technically
skilled persons. These shortages directly impact the Navy’s mission. Tanner (2011) states that
the Navy now must “manage its day to day business with the equivalent of four ships’
companies’ worth of vacant billets.”

. RECRUITING PROCESSES AND FORCE-LEVEL GOALS
A. Recruiting Organization

In 1968, Canada merged its three armed services, - Navy, Army and Air Force—into the
Canadian Forces (CF), a joint organization. The CF umbrella includes Canadian Forces Recruiting
Group (CFRG), which supports all three military branches. At the policy level, no distinction is
made between the three branches. However, as discussed below, action can be taken to
address recruiting-related challenges unique to a single branch (Grandmaison 2010).

Canadian Forces Recruiting Group is part of the Military Personnel Command
(MILPERSCOM) and reports to the Chief Military Personnel (CMP). The attraction, recruiting,
and selection functions are led by the Director General Recruiting and Military Careers
(DGRMC). All CF recruiting-related advertising and marketing are centralized under the
Assistant Deputy Minister For Public Affairs, which “manages and leads the Strategic Attraction
Campaign and the development of Public Affairs and advertising products to attract individuals”
(Government of Canada 2008). The CF’s marketing and advertising strategies are developed by
CF Director, Marketing & Advertising Services whose role is to inform Canadians about career
opportunities available in the CF, as well as to support the Canadian Forces Recruiting Group’s
objectives and efforts (Canadian Forces 2010a). Advertising expenditures by the Department of
National Defence (currently the single largest advertiser amongst Canadian government
departments) has increased in recent years. In fiscal year 2008-2009, $21.4 million was spent
on advertising—up from $13.1 the previous year (Public Works and Government Services
Canada 2007 and 2008).

CFRG operates 39 recruiting offices (10 recruiting centers and 29 detachments) and is
responsible for attracting, processing, selecting and enrolling recruits and officer candidates in
the Regular Force, and processing applicants for the Reserves. Approximately 760 CF members
are assigned to recruiting positions for generally three or four years (Grandmaison 2010).
Recruiters are drawn from all military branches. The diversity of their backgrounds creates a
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steep learning curve, as they must be knowledgeable about the 100 different CF occupations,
as well as the various entry programs. Reservists comprise approximately half the total
recruiting force and are assigned to the recruiting center in their local area (Grandmaison
2010).

B. Post-Cold War Manning

After the Cold War, the CF downsized dramatically, from approximately 89,000 Regular
Force personnel to less than 60,000 by the late 1990s (Canadian Forces 2008, 15). This force
reduction was achieved through a combination of early release/retirement incentives under the
Force Reduction Program and through reduced recruiting (Vass 2007, 17). The military is
perceived to have lost recognition and support from the Canadian public during this period
(Padvaiskas 2008). By 2001, end strength had shrunk dramatically to roughly 52,000
(Grandmaison 2010).

The post-9/11 period brought increased operational requirements, such as the need to
respond to new crises and Canada’s expanded role in Afghanistan, but the small force size
threatened the CF’s ability to perform its missions. During this period, the CF embarked on
efforts to expand and strengthen the force (Padvaiskas 2008). Between 2002 and 2005 the
Regular Force recruited approximately 4,300 people annually; however, as a result of force
expansion, recruiting targets were increased (Canadian Forces News Room 2007). Even though
end strength increased to 64,000 Regular and 26,000 Reserve personnel, the military still
encountered difficulties meeting its operational requirements at home and abroad (Canadian
Forces 2008, 15). The 2008 top-level strategy dictated new goals of 70,000 Regular Force and
30,000 Reserve Force members, placing additional pressure on recruiting (Grandmaison 2010).

To meet the new goals, several recruiting initiatives were launched, including increasing
the recruiting budget, expanding the target audiences to include visible minorities, women and
aboriginals, and marketing the CF as an attractive career option (Vass 2007, 5). In addition, the
CF revamped its recruiting process to create a more accessible, streamlined system and greatly
increased recruiting capabilities via the internet including the introduction of an “e-Recruiting”
system. These initiatives were part of an overall recruiting strategy with a goal of attracting the
right quantity and quality of recruits for current and future demands. As of 2010, the CF
consists of approximately 68,000 Regular Force members, 35,000 Reservists, and 4,000
Canadian Rangers (Grandmaison 2010).

As Table IlI-1 below shows, the CF has generally been meeting its recruiting intake goals
over the last few years, even though goals increased nearly 70% between 2003 and 2009.
Under the Canada First Defence Strategy, the CF will expand to 100,000 personnel (70,000
Regular Force and 30,000 Primary Reserve) by fiscal year 2027 (Canadian Forces 2010a).
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Targeted recruiting efforts have increased enrolment in many hard-to-fill occupations, although
some professional and technical occupations still face a gap (Grandmaison 2010; Ward 2010).

Table llI-1. Regular Force Recruiting, 2003-2010

Fiscal YearRecruiting Recruiting
(April 1 - March 31) Goals Results
2009-10 7,454 7,522
2008-09 7,995 7,701
2007-08 6,865 6,716
2006-07 6,426 6,517
2005-06 5,527 5,644
2004-05 4,622 4,333
2003-04 4,440 4,339

Canadian Forces Newsroom 2010)

The Navy recruits approximately 10% of its total strength annually, or about 1,000 new
accessions (Canadian Navy Attractions and Recruiting Support 2010). The Navy’s “Attraction
Cell” monitors how closely actual enrolments match the goals. Figure 1lI-2 summarizes this
comparison over approximately the past decade and is marked by two transition periods:
FY02/03—-FY05/06 and FY06/07 to present. During the first period, Army accessions increased,
possibly due to the media coverage the Army received as Canada became involved in
Afghanistan in 2002. While this ‘Afghanistan Effect’ increased public awareness of the Army,
Canadians continued to be largely unaware of the Navy, and Navy recruiting intake decreased
during this period.

During the second transition period, Navy recruitment increased. In 2005, the Chief of
Maritime Staff committed to support recruiting efforts and provided resources to the Canadian
Forces Recruiting Group. The Navy’s positive recruitment during this period resulted from three
factors—the CFRG’s efforts made to increase public awareness of the Navy’s job and
educational opportunities, the decrease in Army requirements, and the weak labor market
associated with the current recession.
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Figure llI-2.  Historical Navy Intake: Requirements vs. Enrolments, 2002-2010

(Canadian Navy Attractions and Recruiting Support 2010)

In the past year, the Navy’s actual enrolments surpassed the target, as is shown in Table
-2 below:

Table llI-2. Canadian Navy Enrolments and Target, FY2010/2011

Target Enrolments

Enlisted 821 841
Officers 249 246
Total Navy 1070 1087

(Canadian Forces 2011a)

Although the Navy’s overall recruitment is currently meeting target, it still faces
challenges (Canadian Forces 2011a). Continued low public awareness of the Navy threatens its
ability to meet longer-term targets. Also, the Navy needs to fill its critical, hard-to-fill
(“distressed”) occupations—many of which are technical jobs. “Over 50% of naval occupations
are in the “red” category, which is defined as being at less than 90% of the preferred manning
level (St-Pierre and Williams 2009). These include Marine Systems Engineering Officer, Naval
Combat Systems Engineering Officer, Marine Engineering Mechanic, Naval Communicator,
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Naval Electronics Technician, Naval Electronics Technician, Naval Weapons Technician, and
Sonar Operator“(Tanner 2011). The Navy appears to be the only service that is unable to meet
its specific recruitment needs for certain occupations—a situation that has caused under-
manning on ships (St-Pierre and Williams 2009).

M. RECRUIT MARKETING AND ADVERTISING STRATEGY
A. Development of CF Recruiting Strategy

During the past ten years, the CF adopted a rapid, rather than incremental, approach to
addressing the recruiting crisis (Grandmaison 2010). A Production Oversight Committee was
created with the goal of implementing a recruitment strategy to attain the goal of recruiting
10,000 combined Regular and Reserve Force members annually for three years (Grandmaison
2010).

One area of strategic focus was public affairs. During the force reductions of the 1990s
CF advertising campaigns were severely reduced. By the beginning of the next decade a
“generation of potential applicants were not sufficiently aware of opportunities available in the
CF and consequently did not consider the CF as a career option” (Grandmaison 2010). The CF
public affairs efforts were aimed in two directions: advertising and recruiting team support. The
goal of CF advertising was to increase general CF awareness and to promote specific CF
occupations.

Two key defence strategic documents that underpin the current recruiting strategy
include the following: (1) Canada First Defence Strategy (released in 2008); and (2) Military HR
Strategy 2020 (released in December 2002, last modified in 2005). The Canada First Defence
Strategy was a 20-year plan “to ensure the Canadian Forces (CF) have the people, equipment,
and support they need to meet the nation’s long-term domestic and international security
challenges” (Office of the Prime Minister of Canada 2008). The strategy sets a goal for CF to
expand to 100,000 personnel (70,000 Regular Force and 30,000 Primary Reserve) by fiscal year
2027-28. The Canada First Defence Strategy specifically addresses several recruiting goals:
rebuilding the Forces into a first-class, modern military; striving for diversity; providing world-
class technical training and advanced education; and encouraging the continued development
of a knowledge-based workforce (Canadian Forces 2008, 16).

CF recruiting objectives include growing the force while focusing somewhat on already
trained applicants (“recruits of higher quality with the right knowledge and skills”), and
emphasizing skills in technical specialties and Special Forces. It also implies a need to recruit
demographic segments that are under-represented in the CF.
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The Military HR Strategy 2020 identifies long-range strategic HR objectives and links
them to the current CF planning process (Department of National Defence 2002). In addition,
the Military HR Strategy shapes the recruiting strategy. The Recruitment Strategy is a major
initiative to correct critical shortages in the short- and long-term. The critical elements of the
strategy are the following:

1) Improved advertising and attraction by branding the CF as an "employer of
choice" and targeting shortage occupations

2) Establishment of effective relationships and partnerships with educational
institutions

3) Use of recruiting incentives on a selective basis to improve attraction into short-
staffed occupations

4) Use of the full range of direct entry programs

5) Improved efficiency of recruiting procedures

Beyond the Canada First Defence Strategy and the Military HR Strategy 2020, several
other processes contribute to the formulation of specific goals and plans. The Annual Military
Occupation Review (AMOR) (Canadian Chief of Military Personnel 2008) states that recruiting
goals are based on the “strategic intake plan,” which lists open and closed jobs. This job listing,
combined with the applicant’s score on an aptitude test, directs applicants to a job offer
(Canadian Forces 2011a). The AMOR production and intake recommendations are the starting
point for development of the Strategic Intake Plan (SIP), which defines CF recruiting
requirements.

“Canadian Forces Prospect Surveys” were fielded between 2003 and 2006. The survey
results help CF improve position itself and to know which issues on which to focus. A key
conclusion of the survey is that “visible minorities and Aboriginal prospects are less
likely to make the decision to join the CF as compared to their Caucasian counterparts”
(Goldenberg 2007).

B. Target Market

The CF attraction strategy prioritizes target markets (NATO 2007, 2B—4) into: (a) Skilled
and experienced candidates (in order to bypass training), and (b) Semi-skilled candidates (who
have some relevant civilian or prior military skills or experience). In addition, the CF also is
targeting minorities and females, as described by Jung (2007):

...the recruitment pool for the CF traditionally has been fit young men between the ages
of 17 and 24, coming from rural areas or from urban areas with a population of less than
100,000. Recruits generally have been white males with previous familial CF ties,
possessing a high school education or less. Since the majority of [Metropolitan Areas]
which constitute the bulk of the Canadian population, are not the traditional
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recruitment bases for the CF, it is questionable whether the CF has ever been truly
reflective of Canada (Jung 2007).

The pool of potential CF applicants is impacted by national security policy which
“restricts enrolment of Canadian citizens who travel to, or have immediate family in all but a
few favored nations.” Minorities constitute 20% of the population, but only about 3% of the
total CF, while women constitute about 15% of the CF (McCurdy 2008, 13).

C. CF Recruiting Strategic Guidance on Winning the War for Talent

In 2007, the Canadian Forces Recruiting Group released the current recruiting strategy:
Canadian Forces Recruiting Strategic Level Guidance on Winning the War for Talent. The
recruiting strategy recognizes that the CF must adapt to various realities to achieve its goals. To
compete with the private sector, the CF plans to focus on:

Offering meaningful careers that make a difference
Offering career-long high quality education and training
Improving the recruiting process

Recruiting women, Aboriginals and visible minorities.

In the Canadian Forces Recruiting (CFR) Strategic Level Guidance on Winning the War for
Talent (2007) the strategic goal is to expand the CF. Expansion of both full and part-time
members will be conducted concurrently. Achievement of the strategic goal will be
accomplished through the implementation of plans developed in support of five strategic
objectives: (1) Connect with Canadians to attract recruits and inform Canadians about the CF;
(2) Continue spiral development of an effective and efficient recruiting system; (3) Develop and
sustain diverse applicant pools to increase representation; (4) Recruit to retain committed
members; and (5) Excel nationally as a competitive employer.

One goal is to ensure that all Canadians recognize and value the CF. Another goal is to
ensure the enrolment of committed CF members by selecting high quality applicants and
assigning them to the right occupation. The intent is to recognize that recruiting and retention
are complementary activities. A third goal is to achieve national recognition of CF as an
employer of choice (Canadian Forces Recruiting 2007).

The CFR Strategic Level Guidance (2007) provides a “Strategy to Action Matrix,” which
delineates the mission, intent, theme and message for each of its strategic objectives. Figure IlI-
3 displays the strategy to action matrix.
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Figure lll-3.  Strategy to Action Matrix

(Canadian Forces Recruiting, 2007)

While the CFR Strategic Guidance was published in 2007, the current CF broad recruiting
goals include addressing the low interest in CF and generating increased population
representation (by ethnicity and gender). Specific emphasis is placed on the following: (1)
Three-year recruiting recovery plan of enrolling 10,000 Regular/Reserve recruits per year; (2)
New advertising and marketing campaign; (3) Revised recruiting processes; (4) Enrolment
incentives and allowances; (5) More flexible entry plans; (6) Enhanced focus on colleges and
universities; and (7) Reaching out to Canada’s ethnic communities (Grandmaison 2010).

60



D. CF Advertising Campaign: “Fight with the Canadian Forces”

In the 1990s, the CF advertising theme was -- There’s No Life Like it, which gave a
relatively peaceful portrayal of military life. In 2005, the CF decided to reinvent and clarify its
brand. There were indications that the advertising might be ineffective, the concern being that
the theme presented a boring image of military life. At the same time, there was concern that
portraying too strong a “militaristic” image could be a deterrent for many families of potential
enlistees (McMullan et al. 2009). Beyond the objective of attracting desirable recruits, the CF
wanted to reinvent its brand to improve perceptions of the military.

In 2006, the newly launched CF recruitment ads followed a “fight” theme by conveying
slogans of Fight fear, Fight chaos, Fight distress, and Fight terror. The somewhat combat-
oriented advertisements were considered edgier and darker than those of the previous
campaign, as they portrayed an adventurous, exciting military lifestyle. In 2008, a new series of
Fight ads were launched, which focused less on combat and more on search, rescue and relief
missions. The Fight terror tagline was removed due to possible negative connotations
(McMullan et al. 2009). The goal of the new campaign was to provide “a better breadth of
expression for Canadians as to what the Canadian Forces are doing for them....There was some
concern ...that we were highlighting the combat aspect too much.” In contrast to the CF
combat-oriented advertising message, the new ads intend to show potential recruits the full
range of how the CF defends sovereignty throughout the world. In addition to changing the
theme to a less combat-oriented message, the style of ads changed from a hard-edge, fast-
paced video game style ads (which were considered to appeal to younger audiences) to ads
with blinking images set to moodier music (CANWEST News Service 2008).

The Fight campaign is based on two elements. First, the campaign projects authenticity
and reality through images of the mission of CF members, how they help others (both
Canadians and people in other countries) and how they solve real-life problems. Second, the
campaign projects relevance through images that show how people benefit from the aid and
life-saving intervention provided by deployed CF members. The superimposed text “Fight
Distress, Fight Fear, Fight Chaos” reinforces the relevant images (Canadian Forces 2011a).

The objectives of the Fight with the Canadian Forces campaign were “to position a
career in the Canadian Forces as a compelling and desirable choice, [and] to motivate
Canadians to contact the Canadian Forces“(Public Works and Government Services Canada
2009). The “Fight” campaign has been considered successful in raising awareness and
increasing accessions among the 18 to 24-year old market. CF applications increased 25% after
the new campaign was launched (McMullan et al. 2009). However, there was concern that the
campaign was less effective in inspiring those in the older 25 to 35 year old segment, a group
that is particularly interested in learning of real-life daily tasks associated with specific jobs in
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the military. A new campaign was launched in 2010, which focuses on professional
opportunities within CF and profiles several priority occupations. The TV and video ads portray
a day-in-the-life of CF members (Laird 2010). Hence, there currently are two ad campaigns: the
“Fight” campaign, designed to increase awareness, and a priority occupations campaign,
designed to attract applicants into select occupations (Canadian Forces 2011a).

The Priority Occupations campaign, while a tri-service campaign to promote the CF as an
employer of choice, also showcases the Navy, as well as other services. The campaign highlights
priority occupations and provides exposure to CF life through testimonials. During 2010-2011
there were six television ads — two Air Force, two Army and two Navy — which were designed to
meet the high priority needs of each service. The Priority Occupation campaign also included
print and Internet advertisements.

E. CF Branding and Communications Plan

The CFRG is positioning the CF as the “Employer of Choice.” The group offers initiatives
to “position employment with the Canadian Forces as the first choice for young Canadians
looking to make a difference in the world” (Canadian Forces News Room 2007). The CF’s
Communications Plan includes advertising, as well as external and internal communication. The
message is: “to gain a different work experience in the CF, as well as opportunities for both
professional and personal development and short-term and long-term careers. Competitive
salaries, benefits and quality of life were also highlighted.” The campaign includes “six TV spots,
six web videos and 14 print executions, focusing on six priority occupations: air traffic
controller, aircraft technician, artillery soldier, mechanic, electronic technician and sonar
operator” (Laird 2010).

External communication includes TV, internet, newspaper, radio, cinema,
journal/magazine articles, as well as interviews and press releases. TV advertising traditionally
has promoted only the CF, but recently Navy-specific TV ads have been shown that stress jobs
in short-staffed occupations (Laird 2010).

The CF website (www.Forces.ca) is particularly important to the marketing plan (NATO
2007). The CF seeks to encourage its 18 to 34 year-old 